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ABSTRACT
Studies of organisational culture have tended to concentrate on one of two main perspectives: the 
‘managerialist’ approach considers culture to be a variable which can be manipulated or 
controlled in order to improve organisational performance while the ‘root metaphor’ position 
takes an anthropological stance in that organisations are considered as cultural settings, as sites 
for constructing meanings. Although this latter approach appears to offer greater insights into 
culture, its stance assumes that culture emerges from social interaction, and is a product of the 
‘collective unconscious’ which is produced and reproduced over time. A further assumption 
which arises from this position is that culture can be viewed as a collective term for the extent 
and depth to which meanings and ‘tacit’ knowledge are shared within an organisation. This 
thesis explores this assumption o f‘unconscious collectivity’ by considering the extent and depth 
that meanings are shared within an organisation.
In order to gain access to, and penetrate, meanings which are difficult to articulate, the thesis 
employs the use of metaphor. The empirical research was undertaken in an NHS Community 
Healthcare Trust and respondents were invited to consider their organisation as a metaphor, to 
depict that metaphor pictorially and then to describe that representation.
Data analysis utilised a semiotic approach taking a model derived from a synthesis of the work 
of Saussure and Barthes. The first level of analysis, the ‘Organisation of Metaphors’ considers 
the denotative and connotative meanings of each depiction and classifies the metaphors 
thematically. The second level of analysis, the ‘Metaphors of Organisation’ is in two parts, firstly 
the themes and meanings are turned on themselves to consider the connotative meanings isolated, 
rather than the metaphors themselves. Secondly, the data was considered within the context of
ii
a relatively new and undeveloped approach to cultural analysis. The Ambiguity or Fragmentation 
Perspective. Utilising this approach the thesis concludes that while there appeared to aggregates 
of sensemaking these were arrived at accidentally and were the product of common experience 
rather than shared meaning: an individualised and internalised phenomenon rather than a 
collective, negotiated process. In addition, the thesis also concludes th^t there is some evidence 
to suggest that the use of metaphor and pictorial repyes^nt^^on is^  a v^ lic^  methodological device 
by which the liberation of meanings can be facilitatq^,
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CHAPTER 1 
INTRODUCTION
INTRODUCTION
It can be argued that a study of culture is, to use an architectural metaphor, the keystone to 
knowing and understanding how organisations ‘work’ and it could be considered, therefore, a 
predictor of organisational success (or failure), in whatever terms that might be measured. 
However, to continue the metaphor, albeit in a somewhat laboured fashion, whether the keystone 
would exist without the building, or vice versa, is to summarise the research into organisational 
culture thus far. Researchers are divided as to how culture can be considered, one ‘school’ 
suggests that it is something that the organisation ‘has’ and which can, therefore, be considered 
as a variable capable of manipulation in the same manner as any other organisational variable, 
the other ‘school’ considers it as something the organisation ‘is’, the product of shared and 
negotiated symbols and meanings which, rather than being discovered and manipulated can only 
be described.
The first school of thought has given rise to many and various best selling books which advise 
on how any CEO, passing through an airport departure lounge with time to spare who happens 
to browse the bookstalls, can change the culture of his or her organisation through the 
implementation of a variety of questionnaires and various intervention techniques. The second 
school of thought is, to use an understatement, less prescriptive: if culture is something the 
organisation ‘is’ - a negotiation of shared meanings - then it is difficult, if not impossible, to 
analyse and measure. The focus of this thesis takes a different stance; although a consideration 
of culture as sets of negotiated and shared meanings is by no means a new phenomenon, this 
research takes this consideration one step further by examining both the extent to which meaning 
making is negotiated, shared and consistent over time together with an investigation of how this 
meaning making can be expresed in terms of the employment of metaphor.
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The use of metaphor as an investigative and analytical device is, again, not a particularly novel 
one, however the distinctive aspect of this research is that it takes this use further by examining 
metaphorical sensemaking of organisational culture through the utilisation of pictorial 
representation and a semiological analysis of these depictions.
The general research aim, therefore, is to consider a new and alternative approach to the 
conceptualisation of organisational culture. The thesis queries the notion that culture exists in 
organisations as a meaning making mechanism which is shared to a greater or lesser extent by 
participants. From this several specific research objectives can be derived, namely:
to what extent of degree and depth are meanings negotiatied, common, and/or shared, by 
organisational members? Is there a difference between shared experience and shared 
meaning?
-  how conscious are individuals of these meanings (and the meaning making process) on 
a day to day basis?
if organisational culture is something the organisation ‘is’, rather than ‘has’, and arises 
out of a meaning making process, how stable is the concept of ‘culture’ over time?
-  how useful is the employment of metaphor, both as a process and a methodology for 
expressing meaning making?
-  how does the use of both pictorial representation and its analysis using a semiotic 
approach inform our understanding of culture and meaning making in organisations?
This thesis is divided into several chapters:
Chapter 2 comprises a literature review of the research thus far in terms of organisational culture 
and considers in depth the two approaches taken thus far to its study; it concludes with a 
proposition which forms the basis of the general research aim of this thesis.
Chapter 3 takes the general research aim forward in that it examines the notion of shared 
meanings by considering the process of sensemaking in general together with the role of 
metaphor as a communications bridge between literal and symbolic messages and places these 
two aspects within the general context of semiotic analysis.
Chapter 4 has two themes: firstly there is an examination of the approaches taken thus far to the 
study of organisational culture and the uses and utility of metaphor as a research tool. Secondly 
there is a description of the research method employed; this is followed by a final section which 
reflects on the methodology.
Chapters 5 and 6 are concerned with an analysis of the empirical data: Chapter 5 takes the generic 
model of semiotic analysis proposed in Chapter 3 , considers the literal and metaphorical 
meanings of the respondents’ depictions and attempts a ‘metaphors of organisation’ 
categorisation. Chapter 6 turns this categorisation on its head and, utilising a Fragmentation 
Approach, considers, instead, an ‘organisation of metaphors’ categorisation which revisits the 
original research aims in terms of considering the depth, breadth and consistency over time of 
shared meanings and the uses and utility of metaphor as a research tool.
Chapter 7 concludes the thesis by examining the general argument prevalent throughout this 
work, linking it to both the research aims and the empirical findings and indicating some areas
where future research may be undertaken.
CHAPTER 2
LITERATURE REVIEW: ORGANISATIONAL
CULTURE
LITERATURE REVIEW: ORGANISATIONAL CULTURE
This chapter will consider the rise in popularity of the notion of culture over the last decade; its 
anthropological roots; its functions and characteristics; issues surrounding its definition together 
with some summary propositions towards an alternative approach as to how it may be 
conceptualised.
Introduction
‘Culture’ as a word was first introduced into the English language by Edward B. Tylor in 1871 : 
‘that complex whole which includes knowledge, beliefs, art, morals, law, custom and any other 
capabilities and habits acquired by man as a member of society’ (in Brown 1995:3) Although, 
therefore, the notion of’corporate culture’ is one currently very much in vogue, it is by no means 
a new phenomenon. Adopted from anthropologists and sociologists, it was identified as early 
as 1943 by American sociologist Philip Selznick in his study of the Tennessee Valley Authority 
in which he noted that organisations have values and that the role of organisational leaders is to 
fashion, represent and sustain these (Selznick 1966).
Andrew Brown (1995) suggests that the origins of interest in culture can be found in both 
organisational and intellectual traditions. Organisational origins were developed partly from 
work in the late 1960s and 1970s on organisational climate (see, for example, Taguiri 1968) and 
interest in national culture in general (see, for example, Hofstede 1980), differences between 
Japan and the USA in particular and the possibility of adopting or, it could be argued, importing, 
some of these practices (see, for example, Ouchi 1981). This then gave rise to the notions of 
culture management and culture change and saw the publication of a plethora of ’practice-
oriented management books' such as Deal and Kennedy (1982) and Peters and Waterman (1982) 
and the study of culture thus became 'pregnant with practical and theoretical promise' (Sparrow 
and Hiltrop 1994:213).
The idea that not only was there a likelihood of a culture-performance relationship, but that it 
could also be managed to achieve sustainable competitive advantage was summarised by Guest 
(1992) who suggested that it has become popular because 'it is easily understood (at least in its 
most superficial form), that many commentators have used it to construct 'formulae for success' 
which have great appeal to business people, and that the idea has been well marketed by 
consulting group McKinseys'. This is echoed by Brown (1995) who suggests that the notion of 
culture has become popular in order to meet an increasing need to explain differences in 
organisational performance (such as profitability, market share, turnover etc.) which cannot be 
explained by traditional methods of considering structure and its relationship with the 
environment. Wright discusses the desirability of strong cultures as the 'sine qua non of success 
in the private sector and now no public or voluntary organisation can be without its mission 
statement' (1994:2).
This is echoed by Brown who says 'We are operating in a post-industrial, service-based economy, 
but our companies are managed by models developed in, by, and for industrial corporations. This 
makes as much sense as managing an industrial economy with agrarian models' (1995:2) Wright
(1994) suggests that the relatively recent changing nature and the contexts of organisations has 
called for new ways of managing them and, given the discussion above, the 'culture concept' has 
become prominent. Similarly, Brown contends that classical notions of managing organisations 
in a rational manner have now been superseded by the need to recognise the dissimilarity of both
organisations and the way they are managed: 'organisations in general are often irrational, 
hypocritical, uncoordinated, and highly political miniature societies' (1995:5). He suggests that 
this non-rational nature of organisations can better be understood if we reformulate the existing 
models and theories to perceive organisations as cultures and consider it 'a new field of 
management enquiry' (ibid:3). This idea was taken further by Sparrow and Hiltrop (1994) who 
identified that in the 1980s a new wave began to emerge that encouraged the thought that 
organisations could be characterised as 'quasi self-contained organisational cultures' and this 
explained the differences in design, behaviour and performance. This idea had been suggested 
earlier by, among others, Davis (1985) who suggested that the emphasis placed by western 
organisations on complexity and elaboration are now unsuitable.
The second origin of the interest in culture put forward by Brown (1995) is rooted in the 
intellectual traditions of anthropology and organisational sociology. In terms of anthropology, 
he cites Geertz (1973): looking at culture should focus on the 'native's point of view' - i.e. a 
'semiotic approach' concentrating on language and symbols to understand particular social 
situations and also rites, rituals and social structures. Organisational sociologists have proposed 
that informal norms, ambiguity and irrationality are central to the study of culture and Ouchi and 
Wilkins (1985), go so far as to suggest that the study of culture is more deeply rooted in 
sociology than any other tradition.
Brown elaborates on this idea by suggesting that culture represents both a 'radical departure' from 
mainstream organisational studies (in that it moves the focus away from the formal and rational 
aspects of organisation) and a continuation or elaboration in that it is 'a reworking of many of the 
concerns of established perspectives focussed on group dynamics, power and politics' (ibid:4).
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He cites the 'growing body of scholarly work conducted under the banner of culture research as 
a testament both to disillusionment with 'standard' approaches and excitement that a new and 
more fruitful means of understanding organisations has evolved' (1995:4) and goes further to 
suggest that viewing organisations as miniature societies has proved to be of equal popularity 
with both academics and practitioners.
Returning to the notion of a link between strong cultures and high performance, Wright 
identifies two types of strong culture: 'strengthened Fordism' whereby the mission statement is 
converted into very detailed job practices and imposed on the workforce by training and 
disciplined supervision and the culture of'the flexible organisation which represents a reduction 
in the role of middle management, the introduction of empowered teams enabling 'workers' 
knowledge.. to be harnessed in a flexible response to fast changing environments and to new or 
high standard demands from clients' (1994: 2).
However several researchers have cautioned against the notion not only that culture management 
is a simple task but that strong cultures are a desirable prerequisite of success, a necessary 
response to the Japanese 'threat' (Lee and Lawrence 1985): 'now, corporate culture is the magic 
phrase that management consultants are breathing into the ears of American executives' (Salmans 
1983). Wood suggests that if the discussions on organisational culture are investigated it is 
possible to find either 'a remarkable lack of self-awareness on the part of commentators or a 
surprising degree of disingenuousness' (1994:147); this is attributed to a failure to admit that 
most of the interest exists because people are trying to identify the success and failure factors. 
He writes that 'This extrapolation from the particular to the general is highly questionable, though 
of course it does not necessarily invalidate the findings of research into the nature of "success"
factors in business organisations' (ibid). Sathe (1985) cautions that strong culture can, in fact, 
be a liability because the shared beliefs, values and assumptions can interfere with the needs of 
the business and lead people to think and act in inappropriate ways.
Brown (1995) takes up the argument by suggesting that multiple and competing extra- 
organisational commitments will dilute the extent to which people will adopt a culture 
unquestioningly and wholeheartedly and where jobs are so unrewarding or undemanding that 
they cease to be the focus of existence for people, the culture will either be ignored or be a cause 
of alienation. He goes further to suggest that the changing nature of work whereby organisations 
are increasing their employment of part-timers or to contract out core activities means that these 
people cannot be expected to take on the 'cultural mindset' of fulltimers; ultimately he suggests 
that there could exist a 'virtual' organisation where only a few key staff form 'the culture'.
Indeed Kilmann (1984) suggests the idea that every few years a new approach appears as a 'quick 
fix' to solve the problem of harnessing organisational efforts to produce organisational success - 
from the human relations training of the 1940's, through MBO and decentralisation in the 1950's 
and 60's to corporate strategy in the 1970's. Heather Hopfl cautions against the notion of 
perceiving culture management as a relatively easily dispensed patent medicine for organisational 
transformation, likening such 'peddlers of corporate remedies' to 'snake oil salesmen' - an 
'American term for a peddler of medicinal remedies with no therapeutic value other than the 
psychosomatic' (1992:34)
Edgar Schein (1985) points out the dilemma in searching for an organisational culture: if it can 
be deciphered, what can be done with that knowledge - will it enable the culture to be changed?
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Will it, perhaps, while demystifying it, also take away its mystique? Against this is the problem 
that if an organisation has no insight into its culture it is vulnerable to external forces and 
environmental changes. He adds further a warning concerning the current predisposition of 
looking at culture purely in order to change it: 'culture as a concept was invented by 
anthropologists to describe those elements of a social system that were, in many senses, the least 
changeable aspects of that system' (in Kilmann 1985).
Further, Allen and Kraft (1982) point out that the notion of perceiving organisations as cultures 
'has wide ramifications, for it means shedding a humanistic light upon it, encouraging us to treat 
its members not as roles but as full human beings ... people are treated as multidimensional 
persons rather than as component parts of a mechanistic system'.
However, the importance of recognising culture, for whatever reason, is highlighted by Kilmann, 
Saxton and Serpa (1986) who suggest that it 'is the social energy that drives - or fails to drive - 
the organisation.’ Louis (in Kilmann et al1986) suggests that there are primarily two reasons 
why we look at cultures and that the strategies we use will differ. The first reason is to 
understand the workplace (i.e. knowing the setting); a manager might want to improve 
performance or a new employee might want to 'get up to speed'; in this case knowing the culture 
is incidental - the'true aim is to know the setting and knowing the culture is instrumental in 
helping that process
The second reason for studying culture is to take a generic approach, to understand 'normal' 
aspects of cultural phenomena across settings rather than in one setting; to consider what is 
common rather than what is unique.
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In summary, therefore, we have, over the last fifteen years of so seen an almost meteoric rise in 
the popularity of the notion of organisational culture. This has been largely due to the seductive 
proposition put forward by organisational consultants that the relatively simple management and 
change to a strong culture will result in higher levels of commitment and increased competitive 
advantage. However academics have cautioned against both the notion that a strong culture is 
possible and desirable and that culture management is relatively simple.
The popularity of culture as both an organisational and intellectual notion is clear. However in 
order to understand and define the concept more fully it is necessary to review its origins.
Historical Origins
There appears to be consensus that the origins and central domain of the concept lie in 
anthropology (see, for example, Wright 1994, Sackmann 1991, Douglas 1987, Turner 1974, 
Geertz 1973, Bateson 1972); indeed both Malinowski (1944) and Chase (1948) argue that it is 
the foundation stone of all social science although Ouchi and Wilkins (1985) counter this by 
suggesting that the study of culture is more deeply rooted in sociology than any other tradition. 
In addition to interest from these disciplines, culture also received attention from social 
psychologists before it was 'discovered' by management and organisational theorists such as 
Peters (1984) who considers it to be 'the most important stuff around here' (in Sackmann 1991). 
Anthony questions the issue by saying that anthropology is 'the most respectable and the least 
serviceable of the social sciences, singularly removed from the interest of managers' and that the 
intention of anthropological researchers was 'detached from any concern with utility and the ideal 
was scientific objectivity' (1994:21).
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However although the word 'culture' is in common use and the definitions accorded by 
researchers of all disciplines are broadly similar, Sackmann argues that because of different 
contexts and assumptions, the meanings are not always similar: 'Hence different lenses have been 
used to explore the theoretical base of culture, to explain its impact, to study it, and to apply it 
to organizations' (1992:7). This is echoed by Wright who, of the literature, writes: 'For an 
anthropologist reading this literature there are moments of recognition closely followed by the 
discovery of familiar ideas being used in disconcertingly unrecognizable ways' (1994:2). Wilson 
and Rosenfeld comment that culture has become 'one of the key concepts from organizational 
behaviour to be translated so readily into the world of the practising manager' (1990:234) but 
Anthony adds that 'something has suffered in the translation ... We might label the 
anthropologist's concern with culture as descriptive: what all the excitement is about is 
prescriptive, the concern of the consultant that culture should be changed rather than understood 
... The realization that behaviour is influenced by culture is the explanation for the excitement. 
The rest is all about the pursuit of excellence' (1994:22 my emphasis).
Having suggested that there is general consensus on the anthropological origins of culture there 
would appear to be little agreement amongst the anthropologists themselves; notwithstanding 
a common interest in gaining an understanding of human affairs, 'despite a century of 
exploration, it is impossible to find consensus ... on what culture is, what it means, what its 
characteristics are, what it is composed of, what it does or how it should be studied' Sackmann 
(1991:8).
Although there appear to be differing schools of anthropological thought, (Sackmann identifies 
five which have developed relatively chronologically: Cultural Evolution, Historical
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Particularism, Functionalism, Cultural Materialism and Cultural Idealism) with differing foci of 
research study, in general the term 'culture' as applied in anthropology is used to designate two 
different areas. The first is based on Tylor's 'complex whole' - everything that is considered 
cultural, for example the tribe or social group in totality. The second concentrates on specific 
aspects such as, for example, artifacts, rituals, customs, knowledge, ideas or symbols, that are 
considered as components of culture.
Although, then, there appear to be two distinct approaches to the anthropological study of culture 
Sackmann suggests that a common interest is the search for meaning which underlies human 
creation, behaviours and thoughts in an 'attempt to render “culture" intelligible by observing and 
interpreting observed cultural aspects' (1991:14)
Sources and Development of Culture
In studying culture in organisational settings it is perhaps worthwhile considering some of the 
influences on the development of culture and how that development process occurs. Probably 
one of the most extensive lists has been produced by Drennan (1992) and there appears to be 
consensus on the three most important sources of culture:
Societal/national culture.
The best known researcher in this area is Hofstede (1980,1991) who, whilst cautioning 
the need to be aware that 'nations' are largely an invention of the twentieth century which 
have been artificially and arbitrarily imposed there remain dominant and strong forces, 
such as national language, education and political systems, which bind the nation 
together. Blunt has identified a progressive series of models of culture in developing
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economies which he has associated with different levels of organisational effectiveness 
and stages of national economic development although he admits that his contentions are 
'conjectural and only loosely empirically informed (1991:57). Derr and Laurant (1989) 
suggest that Schein's three level model can be better understood if it is linked to national 
culture in that the 'basic assumptions' are developed by national influences while values, 
norms and artifacts are developed by the organisation.
Louis (in Kilmann et al 1985) extends these influences to what she terms 
'transorganisational': ethnic cultures of groups of workers, the local geographic 
community, professions, occupational groups and the industry sector itself.
Leadership.
Schein (1985) continually stresses the fact that organisations do not form spontaneously 
but are initiated by a single influential individual (often the founder); however it could 
be argued that whilst this may be true at the beginning of its lifecycle the organisation 
will eventually outlive the founder and other leaders will have the opportunity to mould 
their own version of the culture. Woods (1989) also disagrees with Schein's proposition 
and suggests that the notion that top management can drive or build a culture is a 
commonly held misconception; they may be able to influence it but all members of the 
organisation exert control over it.
Business and business environment.
Deal and Kennedy have suggested that the 'business environment is the single greatest 
influence in shaping a corporate culture' (1982:13). Additionally the operational
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requirements of differing industries will cause organisations to evolve in different ways 
(Gordon 1985).
Brown (1995) cites stakeholders and strategic issues as important and confirms the view 
taken by Deal and Kennedy that different classes of organisational culture can be 
identified on the basis of two factors: the degree of risk faced by the organisation and the 
speed of feedback on decisions.
There would, however, appear to be general consensus that the process of culture development 
in organisations occurs through a learning process. Schein (in Kilmann 1985) proposes two 
mechanisms: trauma which reduces work related pain or anxiety and positive reinforcement and 
feedback concerning actions; he favours the latter since is encourages continual evaluation. 
Davies et al (1992) take the concept of learning and develop it to propose that culture is a process 
of accomplishment; utilising structuration theory (Giddens 1984), their key idea is that 'rules' 
shared by any group act as link pins to channel the ways in which meaning is accomplished in 
a social system
Culture in Organisational Settings
As mentioned, the roots of organizational culture have been borrowed largely from anthropology 
although some sociologists, such as Durkheim, have also proved influential. Wright (1994) 
suggests that one of the reasons for introducing anthropological ideas about culture into 
organisation studies is methodological in that traditional organisation studies offered a 
'modernist' paradigm of rationality and objectivity whilst anthropological studies offered a more 
interpretive approach in which organisations could be viewed as sites for 'constructing meaning'.
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She cautions, however, that the paradigm shift has not been completely achieved and cites Schein 
as an example in that he takes both an interpretive approach (culture cannot be researched 
through a 'thin' description of the surface features) and a positivist approach saying that 'he also 
hankers for a "real" positivist hold on a world of slippery intangibles, constructing culture as an 
object capable of standing free of its context' (1994:3) Indeed Schein himself says, 'We cannot 
build a useful concept if we cannot agree on how to define it, "measure" it, study it, and apply 
it in the real world of organizations' (1991:243). Wright suggests that Schein's focus on the idea 
that consensus, rather than conflict, is needed to create a culture seems to be key point of 
difference between organisation studies and anthropology.
It is in the derivation of the concept that the main issue appears to lie. Meek (in Salaman 1992) 
warns of the danger of one discipline 'borrowing' key concepts from another in that these 
concepts become either distorted or stereotyped during the transfer process or are only borrowed 
in part depending on individual preferences. This notion of partiality is taken up by Sackmann 
who contends that while some authors have a preference in gaining an interest in organisations 
as cultural settings, others will take a 'managerial' view in order to create conditions under which 
organisational performance can be improved: 'The ultimate interest of managers in culture, 
therefore, goes beyond description, understanding, and explanation to prediction and control 
(1991:17). This is taken up by Lundy and Cowling (1996) who propose that three perspectives 
can be taken: a sociological approach which views organisations as microcosms of the societies 
in which they are located; a socio-psychological, more pragmatic view with an emphasis on 
group dynamics and a totally pragmatic managerial approach which, whilst recognising the 
importance of culture, places emphasis on changing the outward signs through reinforcement and 
conditioning.
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The way in which the concept is borrowed gives rise to two very different schools of culture 
definition (Smircich 1983). The first is variously termed the 'inclusive' view (Meek in Salaman 
1992), 'functionalist paradigm' (Smircich 1983a) or 'managerial' (Anthony 1994): culture is 
something that the organisation 'has' and that can be treated and manipulated as any other 
organisational variable (see Schwartz and Davis 1981; Deal and Kennedy, 1982; Peters and 
Waterman, 1982), even given that it is capable of some 'irrational and exotic' behaviour (Kanter 
1977). The second approach: the anthropological view (Anthony 1994), the 'social emergent' 
view or 'interpretive paradigm' is that culture is something the organisation 'is' (Smircich 1983a 
and 1983; Morgan 1986) - it emerges from internal social interaction: 'culture cannot be treated 
as incidental to, or outside of, the 'true purpose' of the organisation (Gregory, 1983). It could be 
argued that there is a correlation between the two schools of thought amongst anthropologists 
themselves and the two approaches taken by organisational analysts in that the notion that culture 
is something the organisation has can be equated with the anthropological school dealing with 
specific aspects while the opposing approach, the organisation is a culture, is similar in concept 
to Tylor’s ‘complex whole’. This is discussed in greater detail below. Davies et al (1992) 
suggest that early ethnomethodological researchers supported the interpretive paradigm in that 
they saw it as a process through which actors accomplish a shared sense of reality. Garfinkle 
(1967), for example, argues that all taken-for-granted accounts of behaviour should not be 
considered as 'given' but as culturally biassed accomplishments.
This dichotomy of views is taken further by Czamiawska-Joerges (in Frost 1991) where she takes 
Bruno Latour's (1986) concepts of ostensive and preformative and overlays them onto the notion 
of culture. The ostensive approach assumes that, in principle, it is possible to discover properties 
typical for a given culture although these may be difficult to detect in practice; actors live in the
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culture but their actions may be restricted because they form part of a larger pattern which they 
may not be able to see in totality. Typical ostensive definitions attempt to explore principles 
(original emphasis). The preformative, post-modernist, view, however, suggests the opposite: 
in principle is it impossible to describe the characteristics of a given culture but in practice it is 
possible to do so. Actors, therefore, define for themselves and others 'what culture is, what it 
contains, what is the whole and what are the parts' (p286). Culture then becomes 'a way of life' 
(Leach 1982) and 'organizations are cultural phenomena themselves, rather than "arenas for 
cultural phenomena" or sites of "organizational cultures'" (p286). Typical preformative 
definitions, therefore, attempt to explore practices (original emphasis).
Meek (in Salaman 1992) argues that the inclusive view has arisen as a result of part borrowing 
from anthropology in order to provide an oversimplistic view of culture as an homogenous entity, 
the collective will or consciousness of the organisation as viewed by management. Whilst this 
could be argued to be more in accordance with an interpretive paradigm, its inclusion within the 
functionalist approach is that it emphasises that this collective will can be manipulated by, and 
used as a mechanism for, management influence and control: culture brings beneficial and/or 
adaptive consequences. Anthony (1994) contends that there is an ideological consensus 
underlying this approach to culture management in that significance is given to management 
values, 'the culture of subordinates is seen as an empty space, to be worked on at will' and the 
debate in the literature which takes this approach is how best it can be done rather than about the 
comparative values and worth of subordinates. Meek (in Salaman 1992) argues against the 
inclusive approach on several fronts. Firstly 'the idea that culture is the collective will of the 
organisation - its personality, an invisible force or the organization's soul - is a metaphysical 
explanation of behaviour that is impossible to observe (and which) flies in the face of reality',
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particularly if it is accepted that there exists in organisations a duality of social class structure 
between management and workers. Secondly she argues against the idea of the unifying 
approach of norms and values, suggesting that they have equal potential for creating conflict as 
for social cohesion. Thirdly, the inclusive view that leaders create culture (Schein 1985) goes 
totally against culture's anthropological origins: 'leaders do not create culture, it emerges from 
the collective social interaction of groups and communities'. Finally the inclusive view relies too 
heavily on its biological metaphor: the culture is either healthy or unhealthy, has a personality, 
needs and character (see Harrison 1972; Kimberly and Miles 1980) and that 'managers of large 
corporations have come to think that economic success is somehow linked with type of 
organisational culture or climate they create', indeed Kilmann et al (1986) take what they describe 
as the 'bottom line' approach, the management of culture for innovation and dynamism.
The alternative social emergent view argues that culture is a product of the 'collective 
unconsciousness', is socially produced and reproduced over time, possibly being transformed in 
the process. Therefore, 'rather than regarding culture as something imported into an organisation 
... or as something created by management, ... culture is the product of negotiated and shared 
symbols and meanings: it emerges from social interaction' (Meek in Salaman 1992) - in other 
words the traditional anthropological approach of Tylor. She contends that if this approach is 
regarded as legitimate then it 'cannot be discovered or mechanically manipulated; it can only be 
described and interpreted': in other words a quasi-preformative approach. In addition to the 
obvious research implications there is a further political implication in that this approach 
concentrates less on the 'political and ideological interests of management towards those of the 
organisational community as a whole' (ibid)
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Wilson and Rosenfeld (1990) take a slightly different approach suggesting that 'since 
organisational culture is a broad brush concept without precise definition, its interpretation has 
been equally broad' giving rise to what they term The Applicable School and Analytical School. 
The former suggests that the application of culture, its easy comprehension and its apparent links 
with corporate performance have made it a concept readily translated into the real world of the 
practising manager (Martin and Siehl 1983): 'The business environment is the single greatest 
influence in shaping a corporate culture' (Deal and Kennedy 1982) - a view which reinforces the 
reasons discussed earlier for the rise in the popularity of the concept. The Analytical School is 
less ready to establish these culture-success linkages, arguing that culture is a multi variate 
phenomenon and it is necessary firstly to isolate and identify the various factors comprising the 
umbrella term 'corporate culture'. However although Wilson and Rosenfeld claim a dual 
approach, it can be argued that these are simply subsets of the Inclusive School in that implied 
within their Analytical School is the assumption that once the variables have been isolated they 
can be managed or manipulated.
Frost et al (1991) call on a three perspective framework (Martin and Meyerson 1988; Meyerson 
and Martin 1987) in order to try and understand why there are fundamental differences in 
approach to the study of culture. They suggest that research has been dominated by three 
perspectives: integration, differentiation and fragmentation. Those taking the first perspective 
(see, for example, Selznick 1966; Deal and Kennedy 1982; Peters and Waterman 1982; Schein 
1985; Sathe 1985) assert that a strong (and therefore desirable) culture is characterised by 
organisation-wide consistency, consensus and clarity. Any 'inconsistencies, conflict, ambiguities 
or even subcultural differentiation ... are seen as evidence of the absence of an 'organisational 
culture"
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In contrast, the Differentiation Perspective (see, for example, Martin and Siehl, 1983; Smircich 
1983 ; Van Maanen and Barley 1984) places importance on subcultures and abandons any attempt 
to seek an inclusive perspective. Organisational culture is viewed as a 'mosaic of inconsistencies'; 
cultural manifestations are predominantly inconsistent with each other, any emerging consensus 
only exists within the boundaries of subcultures which can exist in harmony, conflict or 
indifference to each other: 'subcultures are islands of clarity; ambiguity is channelled outside their 
boundaries'.
The third, and relatively recent. Fragmentation Perspective (see for example Calas and Smircich 
1987; Schultz, 1989; Weick 1990) contends that ambiguity is inevitable and pervasive, consensus 
and dissensus co-exist in a pattern which is constantly fluctuating and influenced by various 
change; there is no clear organization-wide subcultural consensus other than in transient, issue- 
specific ways and cultural manifestations are neither clearly consistent nor clearly inconsistent 
with each other: 'rather than the clear unity of the integration perspective, or the clear conflicts 
of the differentiation viewpoint,... fragmentation studies focus on that which is unclear' (Frost 
et al 1991:116). Although they admit that there are, as yet, relatively few studies: 'if cultural 
research is to capture the experience of contemporary organizational life, it cannot exclude 
ambiguity'. The clear issue which arises from this perspective is the question of whether culture 
within an organisational setting exists at all or whether in fact that in borrowing the concept from 
anthropology, researchers have 'made it exist'. This issue is discussed in greater depth in Chapter 
6 .
Cultural Semantics
Having discussed both the origins of culture and its place within organisational settings it is now
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appropriate to consider the semantics of terminology. Thus far it will have been noticed that the 
terms 'corporate culture' and 'organisational culture' have been used interchangeably. Kotter and 
Heskett point out that: 'organizational culture is not the same as a firm's ideology' or 'identity', 
although these terms (and other such as 'philosophy', 'climate' and 'recipe') are often used almost 
interchangeably by academics and practitioners because they can all play an important role in 
shaping people's behaviour' (1992:219) However there is some evidence to suggest that there 
may be a clear difference; Harrison and Marchington (1992), for example, link these differences 
to the 'is/has' debate: corporate culture is the 'is' or interpretive view and organisational culture 
is the 'has' or inclusive view..
Argyris and Schon (1978), on the other hand, differentiate the two by considering the notions of 
'espoused theory' and 'theory in practice'. The former is the desired state or normative vision of 
the organisation, what it should be, communicated through formal documentation, speeches or 
senior executive action while the latter is the actual culture as experienced by employees. Brown
(1995) suggests that there can be dramatic differences between the two and gives the example 
of a university espousing concern for teaching quality ('we are a teaching oriented institution') 
whilst in practice recruiting and promoting employees on the basis of their research endeavours. 
Taking this point further he suggests that these two views can help to explain why many cultures 
appear to be confused and contradictory. However, he notes that people seem to be able to 
tolerate high degrees of inconsistency and that in some instances they 'will have mentally 
conflated the espoused and the actual, thus failing to distinguish between fact and fiction'. Other 
people may recognise the discrepancies but interpret them as part of the psychological contract: 
'they accept that organisations often tend to portray themselves as they would like to be (or be 
seen to be) rather than as they actually are, as legitimate or even good business practice' (ibid:26).
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To this discussion should be added the debate which centres on the term 'climate', another word 
which tends to be used interchangeably with ‘culture’. Trice and Beyer (1993) suggest that 
‘climate’ represents the psychological environment in which individual behaviour occurs; 
although some researchers have argued for and applied the concept at a collective level (see, for 
example, Joyce and Slocum 1984), essentially it remains concerned with the perceptions of 
individuals about their organisations rather than the beliefs, norms and values shared by the 
group and as such, could be considered to be a more transitory notion than culture. Studies into 
climate are based on attitudinal measures and 'the appeal of the climate construct was that it 
seemed to give researchers a way to combine a broad array of variables already studied into a 
single omnibus concept that would simplify the process of characterizing and comparing the 
psychological environments of individuals' (ibid: 19). This would appear to link back to the 
‘interpretive’ view or Argyris and Schon’s ‘theory in practice’ (1978).
Cultural Characteristics
Having looked at the functions of culture and prior to a discussion of definitions it is important 
to consider some of the characteristics that are bestowed on culture. Trice and Beyer (1993) 
identify the following general properties:
it is a collective phenomenon since even if initiated by one individual it has to be 
accepted and put into practice by a group of people: 'Belonging to a culture involves 
believing what others believe and doing as they do - at least part of the time' (ibid:5).
Since it helps us to manage anxieties substance and form are infused with feeling as well 
as meaning, thus it can be said to be emotionally charged; indeed. Trice and Beyer 
suggest that 'people's allegiances to their ideologies and cultural forms spring more from
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their emotional needs than from rational consideration' (ibid:6).
Culture is historically based and particular actions and behaviours may continue long 
after the uncertainties which gave rise to them have disappeared.
Culture is inherently symbolic; symbols act as both a specific type of cultural form and 
the most pervasive and general of cultural forms.
Although cultures themselves create continuity and persist across generations, they are 
dynamic: cultural communication is such that it is inherently imprecise and largely 
subconsciously transmitted and received; not everyone will learn the same things at the 
same time, messages are more likely to be sent as a set of cues which have to be 
interpreted and extrapolated; additionally new groups and new practices coming in to the 
organisation will affect the existing culture and, within variable limits, individuals will 
have opportunities to create their own variations of what behaviour is expected from 
them.
Finally they suggest that culture is ’inherently fuzzy’, not a single set of ideas but 
contradictions, ambiguities, paradoxes and 'just plain confusion' (p.8) and call upon 
Geertz to amplify this with a metaphor: 'The appropriate image ... of cultural
organization is neither the spider web nor the pile of sand; it is rather more the octopus, 
whose tentacles are in large part separately integrated, neurally quite poorly connected 
with one another and with what in the octopus passes for a brain, and yet who 
nevertheless manages to get around and to preserve himself, for a while anyway, as a
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viable, if somewhat ungainly entity' (1966:66)
Exploring Definitions
Given that there exist two approaches to the study of culture in both anthropological and 
organisational settings, it should come as no surprise to find that there is no broadly accepted and 
agreed general definition of culture as there is for other organisational phenomena (Moorhead 
and Griffin 1989), indeed: 'the available literature (offers) the interested reader an embarrassment 
of definitional riches' (Brown 1995:5). Ogbonna suggests that 'there are as many definitions as 
there are experts on the subject' (1996:113); the definition adopted is a reflection of that 
particular researcher's view of the world and the methodology they prefer (Burrell and Morgan 
1979 and Smircich 1983). Davies et al (1992) add the contention that people have avoided 
defining it by adopting variations of Peters and Waterman (1984): shared values and beliefs, 
expressed via rituals, myths, legends and material artifacts. Others are critical of these 'catch-all 
constructs' which explain everything and mean nothing (Allaire and Firsirotu 1984)
Since the notion originally came fi-om anthropology and sociology, it would appear logical to 
return to those disciplines for a generic definition. However, it would appear that even these two 
disciplines have failed to produce a unified view - indeed Kroeber and Kluckhohn (1952) have 
reviewed no less than 164 varying general definitions. Indeed, it took Kluckhohn himself, in 
'Mirror for Man', 27 pages to define culture in turn as 1) the total way of life of a people, 2) the 
social legacy the individual acquires fi-om his group 3) a way of thinking, feeling and believing 
4) an abstraction from behaviour 5) a theory on the part of the anthropologist about the way in 
which a group of people behave 6) a storehouse of pooled learning 7) a set of standardized 
orientations to recurrent problems 8) a learned behavior 9) a set of techniques for adjusting both
26
to the external environment and to other men 10) a mechanism for the normative regulation of 
behavior and 11 ) a precipitate of history, not to mention his taking, perhaps in desperation, to the 
use of metaphor by suggesting it was a map, a sieve and a matrix (in Geertz 1973). Luthans
(1989) considers the characteristics of culture from an anthropological viewpoint and suggests 
that although the anthropologists themselves disagree there is general agreement on certain 
characteristics: it is learned, shared, transgenerational, symbolic, patterned (in that it is organised 
and integrated) and adaptive.
Let us return, then, to the behavioural sciences for a definition. The one commonly accepted: 'a 
pattern of basic assumptions - invented, discovered, or developed by a given group as it learns 
to cope with its problems or external adaptation and internal integration - that has worked well 
enough to be considered valid and, therefore, to be taught to new members as the correct way to 
perceive, think and feel in relation to those problems (Schein 1985) actually took its author 22 
pages to explore and justify: 'the word 'culture' has many meanings and connotations. When we 
combine it with another commonly used word 'organization', we are almost certain to have 
conceptual and semantic confusion' (ibid). Bate (1984) suggests that because culture is implicit 
in people's minds, a concept without a separate existence which is not directly observable, the 
fact that it is so deeply embedded is the reason why people appear to have such difficulty in 
describing it in precise and critical terms.
How important, therefore, is it to attempt a definition for a concept on which researchers cannot 
agree? Brown (1995) suggests that its importance lies in the fact that it influences how we think 
about the concept: definitions are selective in that they focus attention on some parts at the 
expense of others. Ogbonna (1996) also stresses the need for a definition in order to
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operationalise it and separate it from other organisational concepts. In an attempt to unpack some 
meanings common to the plethora of definitions that abounds three approaches can be taken; 
Hendry (1995) classifies these according to how the researchers stress the different functions that 
culture performs, Brown (1995) links his classification to the Interpretive and Functionalist 
Schools and Louis stresses the importance of group and content relationships.
Hampden-Tumer suggests that a large number of functions can be attributed to culture: 'the 
culture of an organisation defines appropriate behaviour, bonds and motivates individuals and 
asserts solutions where there is ambiguity. It governs the way a company processes information, 
its internal relations and its values (1990:11). Hendry (1995) classifies three general functional 
areas:
Culture as basic assumptions. He quotes Schein's (1983) definition: 'culture is not the 
overt behaviour or visible artifacts that one might observe if one were to visit the 
company. It is not even the philosophy or value system which the founder may articulate 
or write down in various 'charters'. Rather it is the assumptions which lie behind the 
values and which determine the behaviour patterns and the visible artifacts such as 
architecture, office layout, dress codes, and so on'. Although this definition does have 
some virtues in that it focuses on what produces action and outcomes rather than 
extraneous external features and it considers 'what it is about' - attitudes, values and 
beliefs - it remains restrictive in that it fails to concentrate in sufficient depth on ‘process’ 
rather than ‘content’.
Culture as the communication of meaning in terms of symbols, language, beliefs,
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ideologies, visions, stories, rituals, ceremonial acts, myths and people as role models: the 
'expressive social tissue' that gives meaning to activity (Pettigrew 1979:754). Johnson
(1990) contends that these symbolic processes give people a cognitive map both to 
understand and influence behaviour and as a social justification for what they are doing 
through shared beliefs and Brown adds that 'through a culture's myths, metaphors, stories, 
and symbols an organisation is able to construct its own world' (1995:58)
Implicit in this notion is the idea of'an interpretive perspective' (Silverman 1970’, Risto 
1990) concerned with the way that people interpret and legitimize their behaviour to 
themselves and others and the processes by which culture is communicated and shared 
(see also Smircich and Stubbartl985, Czamiawska-Joerges 1991). To this can be added 
the idea that is it a learned phenomenon: the collective programming of the mind which 
distinguishes the members of one category of people from those of another' (Hofstede and 
Bond 1988) or an 'adaptive agent' (Schein 1985) enabling people to cope with the 
problems of survival.
It would seem that Hendry echoes Gidden's structuration theory (1984) when he suggests 
that viewing culture from this perspective 'makes us aware that culture is a communal 
thing; that individuals are partly created by the cultures they participate in, but also 
recreate that culture and can change it. Culture (and society) in the last resort is people. 
Culture can therefore be contested, negotiated and changed' (1995:131). This is echoed 
by Ogbonna who cites Berger and Luckman (1966) to contend that culture is a social 
phenomenon depending on human action and interaction: things change and are passed 
down so that what was once questionable now becomes totally accepted - 'it therefore
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follows that where a particular culture has outlived its usefulness, people learn and 
develop alternative ways of legitimising the old or new behaviours which may eventually 
translate into a new set of beliefs and values' (Ogbonna 1996:115), a view also put 
forward by Golden (1992) who contends that whilst the literature emphasises the role of 
culture in creating and shaping it ignores the fact that individuals are often highly critical 
and self-aware and can and will change the cultural guidelines. This is an important point 
which is central to the investigation carried out in this thesis and which will, therefore, 
be revisited in later chapters.
Culture as structure emphasises the power of culture to exercise control through 
structural elements such as job roles and organisation structure which are capable of 
constraining and channelling behaviour. To this view can be added the work of Harrison 
(1972) and Handy (1978) whose four typologies blur the boundaries between structure 
and culture and Schein (1968) and Van Maanen (1976) who discuss culture as 'rules of 
the game'.
The notion of culture to exercise control is an interesting one discussed in further depth 
below.
To Hendry's list can be added:
culture can be viewed as a generator of commitment in two ways. Firstly by reducing 
uncertainty - 'the adoption of a cultural mindffame is an anxiety-reducing device which 
simplifies the world, and makes choices easier and rational action seem possible' (Brown 
1995:58) and secondly by motivating through intrinsic rewards which offer a focus of
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loyalty, identification and the fostering of values and beliefs to encourage people to think 
of themselves as high performers doing worthwhile jobs (ibid). Ray suggests that 
management uses a strategy of cultural control to bind employees 'to the values and goals 
of the dominant elites in order to activate the emotion and sentiment which might lead 
to devotion, loyalty and commitment to the company' (1986:294 original emphasis). 
Anthony (1994) is more pragmatic in that he suggests that commitment is a substitution 
for control systems which are now considered to be expensive, ineffective and outmoded.
culture as a manipulative device encompassing both 'management' and 'control has 
been suggested by several researchers including Harrison and Marchington (1992) who 
contend that despite the metaphor view, there is an 'enduring link between corporate 
culture and the need for management to gain control over the potential of its labour force. 
The latter presumption has been at the heart of labour process theory for the last fifteen 
years'. Ray once again takes up this argument of control and commitment and stresses 
that 'conscious attempts must be made to dispense the culture in ways that are perceived 
as helpful in achieving the goals of corporate leaders... the effects of culture should not 
be left to chance (in Clark 1972:358); using a Durkheimian analysis she contends that 
corporate culture is the only one which qualifies to lie in Durkheim's realm of the sacred 
and that it 'seems to contain possibilities of being extremely powerful in ensnaring 
workers in a hegemonic system' (ibid:362).
Arguments against this notion, however have been proposed by several writers including 
Fombrun who describes it as 'an awesome if not impossible task' (1983:151); Uttal, who 
offers a pragmatic approach: 'For all the hype, corporate culture is real and powerful. It's
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also hard to change and you won't find much support for doing so inside or outside your 
company, if you run up against the culture when trying to redirect strategy, attempt to 
dodge; if you meddle with culture directly, tread carefully and with modest expectations' 
(1983:72); Krefting and Frost who propose that if organisational culture is 'funnelled 
through the unconscious and is therefore not always orderly, then it is unlikely that efforts 
to manage such a culture can be precisely predicted or tightly controlled' (1985:156) and 
Martin and Siehl (1983) who contend that culture simply exists, the assumptions and 
values which guide behaviour are subconscious, people are not aware of them and 
culture, therefore, cannot be created or managed.
Brown's (1995) classification of definitions reflects the Two Paradigm Approach and attempts 
a classification in which the organisation can be depicted in terms of a metaphor (Morgan 1986, 
Smircich 1983) or as an objective entity (Gold 1982). Although most commentators have chosen 
to follow this latter notion there is, however, room for differing opinion within it; researchers 
such as Pacanowsky and O'Donnell-Trujillo (1982) have chosen to consider the organisation as 
a whole whilst those such as Schein (1985) and Eldridge and Crombie (1974) have elected to 
view culture as a set of behavioural and/or cognitive characteristics. Brown himself admits that 
he has difficulty in viewing the organisation as a whole: 'while this is an intellectually coherent 
position many theorists have resisted this view, because if everything is culture, then it is not 
possible to use the concept to frame causal explanations of other aspects of organisational 
activity' (1995:8) although he later adds that 'through a culture's myths, metaphors, stories and 
symbols an organisation is able to construct its own world' (ibid:58)
Harrison and Marchington (1992) add to the Functionalist Interpretive debate and comment:
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'Put briefly, the first group regard culture as an input into the equation which can help to solve 
the problem of labour management. The second see culture as an outcome - the result of many 
interactions between members of the organisation'.
Louis (in Kilmann et al 1985) takes a slightly different approach in suggesting that it is necessary 
to look at the components of a definition of culture rather than at culture itself: reference is 
usually made to content (shared understandings, artifacts and behaviours; a group and finally the 
relationship between the group and the content a relationship she describes as being 'of 
distinctiveness and specifity' (pi28). She contends that in the past people have overlooked two 
of these three (the group and the relationship) 'in the rush to grasp the content component of 
culture' and that by doing this they are following the anthropological tradition of dealing with 
groups in geographical and historical isolation. Louis argues that a different case exists for 
organisational researchers and they need to establish to source and bounds (i.e. the group and the 
relationship to the content) of culture and to determine which group. In order to do this she 
contends that two major questions need to be asked: what are the characteristics of organisations 
as settings that may foster the development of shared understandings and what is the nature of 
sites within work settings that afford the opportunity for distinctive cultural content to develop?
Thus far we have considered two broad approaches to defining culture: a functionalist view 
related to cultural variables and an interpretive view which defines culture as a whole 
organisation or by metaphor. The question should now be asked: are these two approaches 
necessarily mutually exclusive? Schein (1985) suggest that the term 'culture' should be reserved 
for the deeper level of basic assumptions which in themselves should be distinguished from 
artifacts and values which, he would argue, are merely surface level manifestations. This is
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echoed by Morgan (1986) who warns of the danger of looking at the wrong things: 'attention 
may be captured by the hoopla and ritual that decorate the surface of organizational life, rather 
than by the more fundamental structures that sustain these visible aspects'.
Therefore, what key concepts and features can be identified?
there is a notion of sharing, usually referred to in terms of commonly held meanings, 
ideas and values. While there may be numerous and sometimes fundamental differences, 
culture tends to focus on the commonalities which give organisational members a shared 
perspective: 'the social glue holding the company together' (Bate 1984). These shared 
meanings are coded into symbols which encompass language, ritual and myth (Pettigrew 
1979).
it is transmitted and internalised (Van Maanen 1978) by a process of socialization and 
social interaction such that organisational members, to varying degrees, conform to 
patterns of thinking and acting which have been created or have evolved (and are 
continuing to evolve) over a period of time such that it can be argued that it becomes a 
process of control and influence
it is a ’meaning making’ process which provides organisational members with a 'design 
for living' (Kluckhohn and Kelly 1945), a relatively self-contained order and rationale: 
'man creates culture and culture creates man' (Pettigrew 1979)
A provisional definition which might be assumed from the above and which attempts to address
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issues of concept, content and process could be couched in the following way: 'culture may be 
defined as the unconscious process of social interaction both among organisational members and 
between them and the organisation which provides a perceptual framework of sensemaking 
resulting in internalised meanings, ideas and values which can, to a greater or lesser extent, be 
commonly held. These are both coded and manifested as outward symbols of language, ritual 
and social practices resulting in intuitive behaviours which are instinctively or explicitly 
transmitted to newcomers'.
In other words, then, culture can be considered as a process of meaning making which is, of 
necessity, utilized by organisational members as an attempt to make sense of, and cope with, the 
organisation and social groups which surround them. The processes of meaning and sense 
making are discussed in greater detail in the following chapter.
An alternative approach to the consideration of culture
The previous discussion has centred on the apparently bi-polar approaches to how culture has 
come to be considered thus far: the modernist paradigm versus the interpretive approach, the ‘is’ 
versus ‘has’ debate. This thesis, however, posits that there are limitations to both views. 
Although there can clearly be demonstrated in any organisation that there is a ‘way we do things 
around here’ which, of necessity, informs, to some extent, the day to day behaviour (and/or 
misbehaviour) of individuals, the notion of complete organisation-wide consensus as a variable 
which can be manipulated at will by ‘management’ has, in the preceeding review of the literature, 
both dismissed itself and been dismissed by sociological and anthropological researchers as an 
unlikely and overly-simplistic proposition. The alternative, interpretive, approach, whilst seized 
upon by these same researchers as a far more justifiable explanation of organisational culture also
35
has its limitations: whilst positing the assumption that ‘meanings’ are deep-seated, shared, 
negotiated and renegotiated, the term is used somewhat loosely to denote both ‘meanings’ and 
‘experiences’ and makes the further assumption that these meanings and/or experiences are 
arrived at collectively. Additionally this approach does not really consider how these meanings, 
if so deep-seated, can be uncovered or discovered - indeed, according to proponents of this view 
it would, in any event, be a pointless exercise: a rather negative view, it could be argued, since 
any insight into how people make sense of, and cope with, their working environment has to 
inform both research and the practical application o f‘managing’ people - to accept ‘diverse ways 
of knowing and being’ (Myerson 1991:260) '
Where, then, does this take us in terms of the journey on which we are about to embark? We 
need to return to the preceeding discussion and consider the Fragmentationist Perspective (Frost 
et al 1991). If we consider the preformative approach discussed by Czamiawska-Joerges (1991) 
and proposed by Latour (1986) in which individuals define for themselves what their culture is 
concerned with and overlay onto this the fragmentationist notion of ambiguity then we have an 
alternative approach to the consideration of ‘culture’: individuals may share a common 
orientation, or purpose (in the case of the organisation used for the primary research for this 
thesis, to ‘help people’) but they vary at different times in what this orientation and purpose 
means. Debra Myerson summarises this view: ‘In some cultures, members do not agree on clear 
boundaries, cannot identify shared solutions, and do not reconcile contradictory beliefs and 
multiple identities. Yet, these members contend that they belong to a culture. They share a 
common orientation and overarching purpose, face similar problems, and have comparable 
experiences. However, these shared orientations and purposes accommodate different beliefs... 
these problems imply different solutions, and these experiences have multiple meanings... how
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they interpret and enact these may vary so radically as to make v^hat is shared seem vacuously 
abstract’ (1991:131 -2). This takes the journey into the literature one step further: from culture 
as a variable, through culture as a set of negotiated meanings to the notion of culture . as 
ambiguous, chaotic, incomplete and a very personal interpretation of what is salient at any 
particular time (Morgan 1986, Martin 1992, Daymon 2000); a process which can involve both 
harmonious and conflictual aspects. This idea of ambiguity has only partially been addressed thus 
far (see, for example, Bedeian and Armenakis 1981, Hall 1972, Smith 1973, Weick 1979, Martin 
and Meyerson 1988). In her research Martha Feldman(1991) considers the extent to’which 
reactions to ambiguity are common among organisational members, the degree to which the 
interpretation indicates a collective understanding and proposes a typology which is considered 
below in the second analysis chapter of this research.
In summary, the preceding analysis has discussed the main issues surrounding the sources, 
definition and measurement of culture within organisational settings and some broad conclusions 
can be reached:
The last decade has seen an increase in the popularity of culture which can be attributed 
either to a managerialist agenda where the culture- performance link is emphasised or to 
an intellectual agenda which expresses interest in exploring new organisational forms.
Research into culture is grounded in anthropology; although researchers in the social 
sciences argue that the bi-polar approaches to culture are as a result of incorrectly 
'borrowing' the concept, in fact anthropologists themselves take two main approaches 
which themselves differ.
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Approaches to the study of culture are currently primarily viewed from what could be 
considered a unitarist or pluralist viewpoint. The former assumes that the organisation 
'has' culture, that it is an organisational variable which can be measured or manipulated 
in the same way as any other. The latter considers that an organisation 'is' culture, a 
multivariate phenomenon where measurement and application is less possible.
Cultural terminology is used in a haphazard manner; the terms 'climate' 'organisational 
culture' and 'corporate culture' appear to be used interchangeably. At the very least this 
could be argued as evidence of confusion and misunderstanding of the concept.
Regardless of the paradigmatical stance taken, the basic functions and definitions of 
culture share some common ground: culture serves to communicate basic assumptions 
and meanings and can be used as a manipulative device; it is transmitted and internalised, 
shared and acts as a meaning making device.
Culture in organisations occurs through a learning process; it is the product of a collective 
unconscious, negotiated and shared and transmitted and maintained through symbols and 
meanings.
Measurement and analysis of culture is influenced by the particular approach taken to its 
study: a unitarist/functionalist approach will tend to advocate measurement of smaller, 
manageable components, a pluralist/interpretive approach advocates a holistic 
ethnographic analysis. Both approaches pose a dilemma in terms of measurement:
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fractionation can be prescriptive, quantitative and lead to 'analytical decomposition' while 
a systemic ethnographic approach has problems in terms of exploring to sufficient depth 
the overlapping components of culture and the inherent subjectivity of the researcher/ 
interpreter.
In conclusion, therefore, it can be argued that the rise in popularity of culture has been 
encouraged by both academics and practitioners in order, it could be suggested, to further their 
own agendas. In trying to identify the notion they have taken frameworks used by 
anthropologists in their study of tribal societies and attempted to fit them onto organisational 
forms 'with varying degrees of success.
Culture is expressed in various types of cultural 'forms': symbols, rituals, language and metaphor; 
it could be argued that the need to take this approach is evidence that culture as an organisational 
concept consists largely or wholly of sets of interrelated meanings and experiences and sense 
making mechanisms.
The current bi-polar argument which advocates an 'either/or' approach is too limiting; if it is 
accepted that a major aim of individuals is to make sense of the world or organisation around 
them, then culture can be viewed as a notion which expresses the extent and depth to which 
meanings and experiences are not only shared within an organisation but the extent to which this 
sharing is a consciously collective phenomenon. A new approach needs to be taken which views 
culture as a three dimensional model, an extension of the 'either/or' debate to one which posits 
that 'it may possibly be both' - the ‘ambiguity perspective’.
If we now consider the proposition that there exists in organisations, to a greater or lesser extent.
3 9
systems of meanings and experiences, which may or may not be consciously arrived, and the 
main purpose of which is to enable organisational participants to make sense of their 
environment, then these systems of ‘shared’ meanings could be considered to have been 
aggregated into the term 'culture' by both researchers and practitioners. In order to be able to 
attempt an investigation of this notion we also, therefore, need to consider the way in which this 
sensemaking occurs and to consider a process for uncovering it. This is discussed in detail in 
the following chapter.
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CHAPTER 3
LITERATURE REVIEW: SENSEMAKING, 
METAPHOR AND SEMIOTICS
LITERATURE REVIEW: SENSEMAKING, METAPHOR AND SEMIOTICS 
Making Sense of Sensemaking?
The previous chapter considered the approaches taken thus far to conceptualising organisational 
culture and asked the question as to how far it can be considered to be a consciously collective 
phenomenon of shared meanings whose main purpose is to enable organisational participants to 
make sense of their environment. In order to examine this notion further it is necessary to 
consider the process of meaning making in greater depth and this chapter examines it from three 
aspects; firstly there is a discussion of the nature of sensemaking in general, secondly there is a 
consideration of the use of metaphor which is deemed important because such a device enables 
us to make sense of the world around us by drawing on pre-existing knowledge, thus making a 
communications bridge between literal and symbolic: in Marshak’s words ‘a principal 
component of an organization’s symbolic meaning system (1996:151). Finally, these two aspects 
are considered within the general context of semiotics, the so-called ‘science of signs’
It could be argued that the notion of sensemaking pervades every aspect of life, indeed Pondy et 
al (1983) argue that this all pervasiveness has given rise to problems in defining and exploring 
it in that it can be considered from so many different approaches including psychological, 
sociological, anthropological and linguistics.
However it has been argued earlier in this thesis that individuals need to make sense of their 
surroundings in order to construct a reality for themselves: Turner writes: 'To engage in 
sensemaking is to construct, filter, frame, create facticity and render the subject into something 
more tangible' (1986:14). This framing of reality occurs within a frame of reference which is
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itself influenced and shaped by a variety of issues including past experiences, others' experiences 
and individual attitudes and motives. The process of constructing this reality for ourselves occurs 
as an unconscious searching for something which has occurred, which we have previously 'made 
sense of and through which, either by comparison or similarity, we can use to make sense of 
'new' situations, objects, people or events. The process of individual sensemaking is, therefore, 
a largely unconscious process, however Czamiawska-Joerges (1992) argues that the process of 
sensemaking in organisations is different, less taken for granted and more distinctive: the job 
itself is more taken for granted than the organisation is in that the latter challenges and asks for 
explanations of everything, socialisation is shallower, more transient and more easily overturned 
by 'deviants and mavericks'. She comments, 'One begins to wonder when work ever gets done 
and whether the whole reason routines seem so characteristic of organizations is that they free 
up the controlled processing necessary to make sense of the dilemmas that need to be managed 
before people can even get at the work' (1992:64). Indeed Peters and Waterman suggest that 'so 
strong is the need for meaning... that most people will yield a fair degree of latitude or freedom 
to institutions that give it to them'.(l 982:77)
SENSEMAKING DEFINED
To attempt a definition of sensemaking may appear to be a contradiction in terms and indeed 
Weick describes sensemaking as 'developing a set of ideas with explanatory possibilities, rather 
than as a body of knowledge' (1995:xi). Berger and Luckman (1966) suggest that over time 
people act in patterned ways and take these patterns for granted as their reality, thereby socially 
constructing their reality.
Pondy et al suggest that it is the process through which people make their situations accountable
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to themselves and others: 'Individuals are not seen as living in, and acting out their lives in 
relation to, a wider reality, so much as creating and sustaining images of a wider reality, in part 
to rationalize what they are doing. They realize their reality by "reading into" their situation 
patterns of significant meaning' (1983:24)
It appears to be defined by different people in different ways, however some broad 
categorisations can be made (based on Weick 1995):
It involves a frame of reference - where stimuli are placed into some type of framework 
to enable to 'comprehend, understand, explain, attribute, extrapolate, and predict' 
(Starbuck and Milliken 1988)
It is a thinking process using retrospective accounts to explain surprises. This process 
begins when people form conscious and unconscious assumptions and anticipations 
which then form predictions for future events. If the events are different from the 
prediction, people then go through a process of interpretation in order to explain the 
discrepancy ('surprise'). Louis remarks that 'It is crucial to note that meaning is assigned 
to surprise as an output of the sensemaking process, rather than arising concurrently with 
the perception of detection of differences' (1980:241)
Therefore to understand sensemaking is to understand how people cope with surprises. 
If the cycle is interrupted, the 'frame of reference' comes into play.
It is also an action process involving the reciprocal interaction of information seeking,
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meaning ascription and action (Thomas, Clark and Gioa 1993). Sackman also favours 
an action process approach in that she describes sensemaking mechanisms as including 
'standards and rules for perceiving, interpreting, believing and acting that are typically 
used in a given cultural setting' (1991:33). Feldman (1989), however, does not 
emphasise the action component in that she contends that action is not a necessary result 
of sensemaking, it might just mean that people have more or different information about 
the issue.
Both Ring and Rands (1989) and Gioa and Chittipeddi (1991) suggest that it is an activity 
which is private and singular and enables people to develop cognitive maps of their 
environment. Ring & Rands further suggest that where there is mutuality or reciprocity 
(i.e. more than one person involved) a process of understanding occurs although they 
admit to the difficulties of this: 'This is, of course, the grey area. The same activity may 
reflect, at once, sensemaking and understanding processes' (1989:344).
Trice and Beyer go further in suggesting that it is the process by which people derive meaning 
from cultural forms. They take up other researchers' propositions in that the central idea is that 
'reality in everyday life is an ongoing accomplishment that takes a particular shape and form as 
people try to create order and to make sense of the situations in which they find themselves' 
(1993:81) - (see also Mead 1934) and Berger and Luckman (1966)).
In conclusion, therefore, sensemaking can be defined as a retrospective and possible irrational 
process by which individuals construct a frame of reference around an object, person, event or 
issue to give it meaning. This process is cognitive, largely individual and may or may not result
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m action.
The Process of Sensemaking
The process of sensemaking can be said to involve several processes: cognitive (knowing and 
perceiving), behavioural (doing things) and social (people doing things together). Others refer 
to it as rather more complex: noticing (automatic cognitive phase), interpretation (deliberate 
conscious cognitive), enactment (behavioural) and learning (the whole process) - (Hedberg 1981, 
Weick 1977, Daft and Weick 1984, Starbuck and Milliken 1988).
Trice and Beyer suggest that it is, in fact, a combination of several processes:
Non conscious
People cope vAth everyday, familiar situations in a 'loosely, preprogrammed, 
nonconscious way' (Louis 1980:239). There is a development of cognitive scripts or 
schemas based on past experiences to provide expectations (Abelson 1976). In addition 
to cognitive scripts individuals also have 'cultural toolkits' to provide reactions and 
behaviours that are deemed acceptable (Swindler 1986) and can be used in routine 
decision making. Thinking and behaving then become ritualised, reducing uncertainty, 
narrowing choices and leaving more time to cope with non-routine and unexpected events 
(Berger and Luckman 1967).
Trice and Beyer contend that these non-conscious processes are learned and relearned and 
determined by 'people's cultures' - cultural forms (language, rituals and taboos) guide 
behaviour and thinking and help people make sense of'how we do things around here'.
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Conscious
Sensemaking becomes a conscious process when individuals have to deal with non­
routine or unexpected situations. Louis and Sutton (1991) use the metaphor of'switching 
cognitive gears' - people have to experience certain conditions (which could be new 
situations, discrepancies, requests for active thinking or more than one of these) to get 
them to switch from non conscious to conscious mode. This type of sensemaking can 
occur before, during or after these events and the results fed back in to the script or 
toolkit.
Trice and Beyer pick up on this point by saying that an important implication in the 
sensemaking process is that dissonance occurs as people give meaning after the event, 
i.e. to give sense to what they have done (Festinger 1957)..
Conscious sensemaking also has a 'prospective' side in that individuals do not usually 
enter situations without some expectations of what might happen and this can shape what 
they are likely or unlikely to do.
Individual and collective
In other words sensemaking is a collective process through shared views of the world 
(cultures). Therefore sensemaking that shapes culture has to happen between and among 
people and in some way people come to share similar interpretations of familiar and 
unfamiliar situations (Beyer and Lutze 1992). However Daft and Weick (1984) contend 
that such collective sense making is more than the aggregation of individual 
interpretations, it also involves social processes. Isabella (1990) contends that we do not
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yet know how dominant social realities develop but Trice and Beyer identify various 
social processes involved in 'making collective sensemaking possible' and these are 
briefly considered below:
Social Processes in sensemaking
Shared experiences (Berger and Luckman 1966)
Socialisation (Beyer and Lutze 1992)
Communication (Putnam and Pacanowsky 1983)
Other social interactions (Harris and Sutton 1986)
Influence, power and leadership (Smircich and Stubbart 1985)
Habit forming and conditions (Berger and Luckman 1966)
Reciprocity and negotiation (Berger andLuckman 1966, Strauss 1974)
Imitation and role modelling (Hedberg 1981)
Exploratory action (Weick 1988)
Trice and Beyer assert that individuals do not have to arrive at exactly the same 
interpretations to make collective sense making possible - they contend that, in fact, 
some ambiguity in language and meanings can facilitate cooperation, organised action 
and subsequent sensemaking. (This point is taken up by Weick and discussed in detail 
below in the section 'Sensemaking and Culture'.
They also maintain that there are constraints on collective sense making which can be 
physical (where resources are lacking to provide opportunities for it), cultural (which is 
dependent on where the attention is focussed vis à vis interpretations of things); tight
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or loose coupling between work groups can also affect sense making.
Weick cautions against assuming that sensemaking is the same as interpretation: 'Most 
descriptions of interpretation focus on some kind of text. What sensemaking does is address how 
the text is constructed as well as how it is read. Sensemaking is about authoring as well as 
reading... creation as well as discovery' (1995:7-8). Sensemaking is a process and interpretation 
is a product (although it is appreciated that is can also be a process): people make an 
interpretation but rarely speak of making a sensemaking. Interpretation implies that as the object 
is there it is necessary to form an interpretation; sensemaking asks 'is it possible to still take 
things for granted?'
y
Weick also cautions that although a major property of sensemaking is that it allows situations to 
be progressively clarified, this can also work in reverse in that it is more likely that an outcome 
develops a prior definition then fulfils it. He takes this idea and links it to dissonance theory, 
particularly post-decisional dissonance (i.e. sensemaking by justification, retrospectively). This 
therefore puts an emphasis on conflict, affect, motivation and instability rather than 'cool 
information processing'.
Reason and Hawkins suggest that experience is processed as explanation and expression. 
Explanation is the process of classifying, conceptualising and building theories from experience: 
to stand back, analyse, discover or invent concepts and this relates to a theoretical model whilst 
expression is ‘the mode of allowing the meaning of experience to become manifest. It requires 
the inquirer to partake deeply of experience, rather than stand back in order to analyse’ (1988:80).
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‘Meaning is part and parcel of all experience, although it may be so interwoven with that 
experience that it is hidden: it needs to be discovered, created, or made manifest, and 
communicated’ (ibid:80); they suggest that in order to indicate meaning through expression a 
creative framework or ‘language’, for example stories or drama is needed. The language does 
not directly explain the meaning but ‘demonstrate(s) it by re-creating pattern in metaphorical 
shape and form’ (ibid:81).
They also question whether, when telling stories, are we creating meaning or discovering it? 
In other words, was the meaning already there, lying dormant and waiting to be discovered or did 
the act of storytelling create the meaning we now recognise? ‘Maybe we can say that at a strictly 
material level we discover meaning - certainly we discover form. Existentially we create our own 
meanings from events, in Sartre’s terms “we are our choices”. Adding to this a perspective from 
should we have to hold the paradoxical notion that our meaning is simultaneously created by us 
and manifested through us’ (ibid:98); ‘The medium and the meaning are essentially 
interpenetrating... And sometimes the meaning is released and made manifest by the medium’ 
(ibid: 80); therefore creative expression is a form of meaning making, a way of knowing.
To summarise thus far, not only is sensemaking a natural process but also an obligatory one to 
enable individuals to construct a reality for themselves. It is a cyclical process in which people 
place prior experiences into a frame of reference which enables them to make assumptions and 
predictions, thus avoiding or explaining ‘surprises’ and reducing uncertainty. The process of 
sensemaking itself can be considered to be both cognitive and behavioural, unconscious and 
conscious, individual and collective.
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So far we have considered the sensemaking process in general terms; we can now take this a step 
further by contemplating the process of sense and meaning making within a specific frame of 
reference, that of metaphor.
‘They are here, there and everywhere. They run right through our language. They are used to 
make sense of the situations we find ourselves in. They shape our perceptions and can influence 
our behaviour’ (Grant and Oswick 1996:1). Metaphor is ubiquitous, not only in language but 
also in thought and action - indeed, Lackoff and Johnson (1980) suggest that our conceptual 
systems are fundamentally metaphorical in nature, part of our cognitive structure: metaphor is 
‘how people understand their language and their experience... the dominant views on meaning 
in Western philosophy and linguistics are inadequate - that “meaning” in these traditions has very 
little to do with what people find meaningful in their lives ... (metaphor is) a matter of central 
concern, perhaps the key too giving an adequate account of understanding’ (ibid: ix) . Morgan 
develops this idea by suggesting that the ‘use of metaphor implies a way o f thinking and a way 
o f seeing that pervades how we understand our world generally (1986:12). Indeed, they ‘are so 
deeply embedded in our daily language that we become blind to the important ways in which they 
shape our thought and influence our behaviour’ Kendall and Kendall (1993:149)
As has been seen in the preceding discussions, metaphors are important and all pervasive because 
they are linked to our attempts to make sense of the environment around us by drawing on pre­
existing knowledge. They enable the transfer of information about a relatively familiar subject 
(the source or base domain) to a new and relatively unknown subject (the target domain) (Grant 
and Oswick 1996). Morgan (1993) uses a metaphor to characterise metaphors and describes 
them as ‘lenses’: if the metaphor is changed, the lens is changed and a new perspective is
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acquired.
Metaphor Defîned
Derived from the Greek word ‘metaphorikos’ meaning transport, the central concept in defining 
metaphor is the substitution, application or comparison, of one thing for another; it differs, 
therefore, from simile in that the latter only compares unlike things, for example ‘cheeks like 
roses’. In attempting to provide a simple explanation of the differences between the two the 
author is reminded of the English grammar classes of her schooldays where the contrast was 
expressed as ‘a simile is a sentence that contains the words “like” or “has”, while a metaphor is 
a sentence containing the word “is” in it’; although a somewhat simplistic comparison, it 
highlights the fundamental difference, a simile is a comparison while a metaphor is a direct 
substitution of one thing for another and it is this fact that makes it a more powerful device for 
considering how individuals make sense for themselves of the world around them. A substantial 
body of research highlights the following characteristics of metaphor:
‘They are figures of speech in which a phrase or a word that stands for one kind of idea, 
object, or thing replaces another in such a way that a close similarity between then is 
implied’ (Trice and Beyer 1993:96)
an 'understanding and an experiencing of one kind of thing in terms of another’ (Lackoff 
and Johnson 1980:5); the ‘outcome of a cognitive process that is in constant use - a 
process in which the literal meaning to a phrase or word is applied to a new context in 
a figurative sense’ (Grant & Oswick 1996:1). Metaphors ‘allow the transfer of coherent 
chunks of characteristics - perceptual, cognitive, emotional and experiential - from a 
vehicle which is known to a topic which is less so’ Ortony (1975:53)
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a metaphor ‘says something much more concrete and graspable - a rolling stone, a bird 
in the hand is equivalent to the essential elements of another situation we have difficulty 
in grasping'(Fernandez 1971:43)
they make a link between something which is familiar and something which is less 
familiar in order to make sense of it (Boland and Greenberg 1988)
‘a process by which new perspectives on the world come into existence’ (Schon 
1993:137) They can ‘give new meaning to our pasts, to our daily activity, and to what 
we know and believe’ Lackoff and Johnson (1980:139) ‘Metaphors provide a useful 
“shorthand” way of drawing attention to the less accessible aspects of our experiences’ 
(Chia 1996:136), indeed ‘using metaphors to describe a situation may also enable some 
individuals to express views that otherwise would have remained latent, even 
suppressed’ (Palmer and Dunford 1996:16).
Metaphors ‘do not simply describe an external reality; they also help constitute that 
reality and prescribe how it ought to be viewed ... and a mode of behaviour’ Tsoukas 
(1991:570) Human beings conceptualise the world, therefore what is ‘real’ is not 
completely external to, or independent of, this process. Metaphors do not just describe 
reality but are involved in the creation of reality (Lackoff and Johnson 1980, Morgan 
1993). Therefore ‘the meanings that we attribute to what is going on around us influence 
the actions that we take. Reality is not some totally given, unambiguous “thing” that is 
revealed remorselessly, independent of human agency. What we think affects how we 
act, and by acting we influence the construction of “reality”’ Palmer and Dunford
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(1996:9)
Oswick and Grant, however, caution that ‘metaphor defies a rigid interpretation and transcends 
the boundaries imposed by most mainstream classifications’ (1996). Metaphor can serve 
different purposes at different times and it can even function in different ways at the same time. 
If it does nothing else, one of the things postmodernism teaches us is the need to acknowledge 
the existence of multiple interpretations of reality. Hence, one person’s ‘embellishment’ is 
another’s ‘way of thinking’. This is also discussed by Palmer and Dunford who propose that 
metaphor can serve three purposes: to help name a state (‘this is fat’); to communicate an attitude 
to that state (‘fat is undesirable’) and often to specify or imply a course of behaviour (‘fat must 
be removed’) (1996:16). However the latter also caution that it is important to recognise that any 
metaphor can only provide partial insight: ‘ Two situations cannot be perfectly analogous without 
becoming one and the same. Therefore understanding a situation via a transferred image must 
always be less than comprehensive’ (ibid:9).
Thus we can see that metaphor implies the calling into play of a cognitive process which, 
through the substitution of the unknown for the known enables us to make our own individual 
peculiar and particular sense of our world.
Uses and Utility in Organisations
‘Metaphors matter because language matters. As a central constitutive element of language, 
metaphors often play an important part in determining how we think and act in the world. They 
provide mental pictures that are highly graphic, enabling the transformation of words from a 
context in which their use is literal to a context in which they provide an analogy’ (Palmer and
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Dunford 1996:5) - thus metaphor has the power to take people beyond literal language.
Weick considers that metaphors are ‘one of the few tools to create compact descriptions of 
complex phenomena’ (1989:529), for example, organisations. How, then, can metaphor enrich 
our understanding of organisations? To consider this question is to take the definition of 
metaphor a step further.
In general terms Kendall and Kendall (1993) - after Weaver (1967) - suggest that metaphors 
serve several purposes: to make abstract ideas concrete; to help to clarify ambiguity; to assist in 
thought and to facilitate expression of the subjective. Ortony (1975) proposes that the utility of 
metaphors can be described in three ‘theses’ : compactness in that metaphors are ‘quick, concise 
and effective; inexpressibiity in that metaphor is utilised where a language has items which 
cannot be expressed in literal terms and vividness where metaphors, by building on experience, 
have increased emotional and cognitive impact.
Chia (1996) proposes three significant intellectual attitudes towards the role of metaphor in 
language:
1 Depreciators/Literal/Problem Solving
Dating back to Aristotle, where metaphor was used as a form of catharsis, but also with 
a strong line in Western philosophy, metaphors are viewed as ‘deviant and parasitic upon 
the normal literal usage of linguistic terms ... a feature of linguistic aberration which 
serves to obscure meaning in communication and to encourage muddled thinking... (they 
are) frivolous and inessential, if not dangerous and logically perverse’ (ibid: 133-134)
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Depredators are committed to a ‘representationalisf view of the world because ‘of their 
confidence in the capacity of literal language to precisely describe reality in clear, 
unambiguous terms’ (ibid: 134). Chia contends that this view is now being challenged 
and losing its credibility.
2 Appreciators/Comparative Approach/Problem Finding
Chia asserts that within the last ten years metaphors have gained in respectability, 
acceptance and credibility in academic discourse because they ‘highlight the 
phenomenon of semantic creativity, the capacity of language users to create and 
understand novel linguistic combinations that may be literal nonsense^ (Paivio 
1979:150). The example Chia gives is the advertising slogan from some years ago: ‘Put 
a tiger in your tank’
Chia maintains that ‘we construct our own social realities on the basis of the constraining 
influences of language and our pre-existing stock of knowledge. Our knowledge of 
reality, therefore, arises through the complex interaction of a piece of information with 
the context within which it is presented’ (1996:134). He argues, therefore that 
knowledge is ‘context dependent’ and that metaphors have become popular because they 
serve as ‘useful linguistic handles’ to new ways of perceiving the world and providing 
new insights. He terms this ‘reconstituted realism’ (also called ‘internal realism’ by 
Putnam 1981 and ‘experiential realism’ by Lackoff 1987): ‘’’truth” does not imply a 
correspondence to reality. Rather it entails a form of coherence between our belief 
systems and our experiences of reality’ (1996:135).... mother words: what we can know 
(epistemology) and what is reality (ontology).
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3 Metaphorizers/Paradigm Shifters
This stance is particularly favoured by Chia. He turns the idea upside down by asserting 
that metaphors become ‘ stabilized’ and ‘ domesticated through use and this then becomes 
‘literal’: ‘once conventionalized, analogies, homologies, metaphors and resemblances 
lose their evocative virility, becoming ossified and apparently unproblematic literal 
terms’ (ibid: 136). The metaphorical, rather than the literal, is what is important.
If an individual is a metaphorizer then using metaphor is central to acquiring new 
insights; unlike Appreciators where the metaphor serves to consider similarities, these 
insights can be radical - Chia suggests that a ‘conceptual jolt’ can be experienced.
Metaphors act as paradigm shifters because metaphor ‘works to deliberately dislodge the 
very existing cognitive framework (including the deeply entrenched and taken-for- 
granted concepts and categories) used to comprehend social phenomena such as 
organizations’ and creates ‘conceptual space’. (The) ‘careful and meticulous dismantling 
or deconstruction of old knowledge... it works to strip off the “dead” layers of abstracted 
and ossified knowledge’ (ibid: 141). This differs firom Appreciators who are concerned 
with adding on new knowledge so that the descriptions are thicker and richer.
Chia suggests that movement is not from one paradigm to another but between them, 
invoking the Greek derivation of the word: ‘As “transport vehicles”, metaphors are 
eminently suited to carry our thinking along this endless journey of intellectual 
discovery’(ibid: 143).
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Trice and Beyer (1993) suggest that organisations were originally conceptualised as logical, 
orderly and rational entities. Indeed, Krefting and Frost (1985) propose that the actual word 
‘organisation’ has the characteristic of a metaphor in that it stands for orderliness and order; a 
point previously made by Meadows who writes that ‘until twenty years ago the development of 
theories of organization (was) the history of the metaphor of orderliness’ (1967:82).
Both Morgan (1983) and Trice and Beyer (1993) identify two primary metaphors which have 
dominated organisation and management theory:
-  organisations as machines where interrelated parts are run by invisible forces, with parts 
engineered to fit together smoothly and with minimum friction - a Taylorist Scientific 
Management approach
organisations as organisms: a living, independent system which feeds on its environment, 
competes vrith others for survival and adapts to environmental changes - a Human 
Relations Approach.
In addition Trice and Beyer also identify other metaphors which give a less orderly image of 
organisations:
organisations as political arenas: the implication is that there exists continuing struggle 
for power (see, for example, Pfeffer 1981).
Organisations as theatres: where organisational actors act out dramas, scripts and roles
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for an internal and external audience (see, for example, Goffman 1959).
Organisations as games: where the choice of game comments on the relative 
independence and number of players. Keidel (1985) writes that there are 'baseball 
companies', 'football companies' and basketball companies'. Baseball companies imply 
individuals who have limited interaction and carry out independent tasks; football 
companies are top down, hierarchically controlled with exact plans (set moves) and have 
to manage their dependence on the coach and the quarterback. Basketball companies are 
interdependent: although there are combinations of moves, they still have to improvise 
to be effective.
It is also interesting to note that Trice and Beyer also point out that members of organisations
appear to utilise different metaphors for their organisations than do organisational analysts:
in a study of Canadian bank managers Beck and Moore noted that the managers used the 
metaphor of a family. This was also noted by Moch and Huff in their observation of a 
medium sized assembly and packaging plant who also thought in family terms: they were 
the children and the managers were parents who had to make sure they behaved properly. 
They didn't 'tell' on other employees who they considered to be their siblings: 'Like kids, 
we fight like the dickens, but we are really one big happy family' (1982:55)
In his study of four hospitals in San Francisco, Meyer (1982) found that the metaphors 
reflected different ideologies, for example, a mob (an entrepreneurial, loose federation 
of heterogenous units) or 'lean and hungry' (where low employee:patient ratios was of 
primary concern).
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The above has considered the use of metaphor in organisation analysis from what might be 
termed a superficial stance. However, Cazal and Inns (1998) identify a rather more complex 
approach:
Lackoff and Johnson consider metaphors in terms of ‘experiential gestalt’, ‘a position 
loaded with implications that thus far have not been sufficiently taken into 
account’(l 980:188). Cazal and Inns comment that the creative power of metaphor is not 
derived firom the metaphor itself but ‘the statements they give access to, and in the webs 
of significance they are caught in’ (1998:188)
Levy contends that thinking is relational because there is always some previous 
knowledge either ‘materialized, institutionalized, or internalized (1990:27-29)
Ricoeur suggests that metaphors are superficial but revealing ‘labels’ for various 
discourses and then ‘made available’ in a field other than where they originated from: 
‘New meanings are created by the interaction of the imported statements into the new 
field, not by a second-order metaphor which would encapsulate and convey some 
allegedly universal and ultimate proper meaning’ (1978:188)
Weick proposes that metaphor is one tactic for thinking about ‘organising’ and enriching 
organisation theory (e.g. seesaws, anarchies, space stations, garbage cans ...). Because 
‘each metaphor has articulated some property of organizations which might otherwise 
have gone unnoticed ... this articulation (is) crucial’ (1979:47-51)
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To progress to an even more penetrating consideration of the uses of metaphor in organisational 
analysis we must look to Marshak (1996) who classifies three ‘schools’ or approaches for 
thinking about organisational behaviour; he contends that they derive from three theoretical 
traditions: the Cognitive School which views organisations as learning systems; the Cultural 
School which considers organisations as cultures and the Unconscious/psychoanalytic School 
where organisations are seen as psychic prisons.
He suggests that metaphors can unify these approaches in two ways:
1 Metaphors are schemata that structure or mediate meaning and response (Lackoff and 
Johnson 1980). Therefore to begin to change organisational behaviour might mean that 
it is necessary to ‘access and modify controlling metaphorical constructs’ (1996:151). 
This is an interesting suggestion and relates back to the main issues concerning culture 
discussed in Chapter 2 as to whether organisational culture is something the organisation 
‘has’ or something the organisation ‘is’.
2 Metaphors act as a ‘communications bridge’ between the literal and symbolic as well 
as the conscious and unconscious (Marshak 1993, Siegelman 1990). Therefore if it is 
agreed that organisations are facing ‘second order change’ (from industrial to post­
industrial paradigms) the competence is required to utilise metaphor for diagnosis and 
intervention.
Marshak clearly makes the point that ‘Metaphors are, of course, a principal component of an 
organization’s symbolic meaning system... Organizations are not just “brains” or “cultures” or 
“psychic prisons”. They are multi-layered systems of symbolic meaning operating at individual,
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group and organizational levels simultaneously ... therefore it is necessary to consider the 
‘depth, breadth, inter-relationships and coherence among its various symbolic components’ 
(1996:151 - 2). In a classification not dissimilar to Schein’s cultural levels, he identifies these 
four components as follows:
Depth: the foundation, root or symbolic meanings - both deep and/or tacit
levels, which can be manifested at either surface and/or explicit levels. 
Breadth: encompassing a range of symbols and symbolic meanings (termed
‘symbolic components’)this covers the whole extent of the organization: 
and will include symbols for the entire organisation as well as for 
different functions, components and dynamics.
Inter-relationships the various ‘symbolic components’ do not exist in independent isolation
but are linked fi'om ‘top to bottom’ (surface to root) and from side to side 
through overlaps in extended meaning (Lackoff and Johnson 1980). He 
contends that increasing aggregates of symbols and symbolic 
manifestations which are organized around a core theme may be 
considered to form symbolic sets, clusters and constellations within the 
total system’
Coherence: ‘Overall thematic integrity and/or consistency among most, or all, of the
various components that make up the symbolic meaning system’ 
(1996:151-2) ... in other words, one or a related set of core themes - if 
there are multiple core themes in isolation or opposition then the 
organisation can be considered as ‘unintegrated’ or even ‘schizophrenic’.
He suggests that what is generally termed a ‘metaphoric field’ is, in itself a metaphor conveying
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all the four above plus domain. ‘An organization’s metaphoric field is considered to be an inter­
related set of conscious to unconscious, explicit to tacit, core to peripheral, organizing themes 
that are expressed metaphorically and which structure perception and behaviour’ (ibid: 152) 
Images of organisational metaphoric fields influence: for example, if the metaphoric field is 
‘business is like war’ then the organisation will not be able to introduce changes related to ethics, 
fairness, integrity and so forth.
Status of Metaphor
It is realised that the above discussion may appear to promote the use of metaphor as the ultimate 
remedy for enriching our understanding of organisations. However it is appropriate at this stage 
to question its relevance, the appropriateness of what it may generate and whether, in fact it 
actually does increase our knowledge. Grant and Oswick (1996) provide a useful summary of 
the arguments for and against the use of metaphor; should metaphor be given a positive or 
negative status? (Tsoukas 1992, Morgan, 1980, 1983).
Grant and Oswick (1996) suggest that metaphors can be accorded a positive status because they 
are essential to the process of re-evaluation of change in organisational contexts and the wider 
social world (Black 1962, Manning 1979, Morgan 1980,1981,1983, Sackman 1989, Barrett and 
Cooperrider 1990, Tsoukas 1991,1993).
They are generative and have a ‘liberating’ orientation: ‘They entail using a combination of both 
language and thought to construct a non-literal meaning and apply it to reality in order to shape 
and enhance our appreciation of that reality.... (therefore they are) important to the advancement 
of knowledge and understanding’ (Grant and Oswick 1996:3) - a point previously made by
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Ortony: (they are) ‘necessary and not just nice ... (a process that creates) insightful personal 
understanding’ (1975:51). The liberating orientation of metaphor has been described in many 
ways; Grant and Oswick (op.cit.) contend that three are worthy of consideration:
1 They are an ‘invitation to see the world anew’ Barrett and Cooperrider (1990:222): we 
can alter existing preconceptions about something by applying a metaphor which may 
result in our seeing a familiar situation in a new and informative way (Lackoff and 
Johnson 1980:132). Thus they ‘encourage different ways of thinking, which enable 
social scientists and lay people alike to focus upon, explain, and influence different 
aspects of complex organizational phenomenon’ (Tsoukas 1991:566).
By generating alternative realities (Tsoukas 1993), what we perceive as social reality is 
not immutable but the outcome of human actions and emotions (Berger and Luckman 
1966, Weick 1979).
2 The value of metaphor is not in reinterpreting something that we already know but when 
we encounter a new experience, thus the use of metaphor is liberating where it 
‘facilitates the learning of new knowledge’ (Barrett and Cooperrider 1990).
3 Metaphor can be used deliberately as an investigative tool (Barrett and Cooperrider 1990) 
and has been employed in this way by researchers such as: Brink (1993), Brown (1977), 
Manning (1979), Morgan (1981, 1986), Weick (1979) and as a diagnostic tool in 
organisation development by, among others, Barrett and Cooperrider (1990), Marshak 
(1993), Oswick and Grant (1996), Sackman (1989) and Vince (1995).
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However, Grant and Oswick (1996) also identify two main criticisms which accord a negative 
status: rather than being liberating, metaphors can actually constrain knowledge. Firstly, it could 
be argued that if science is an exact discipline - the ‘only route to understanding the reality which 
we live in’, then the use of metaphors is inappropriate because they are figurative and therefore 
inexact (Beer 1981, Boulding 1987, Bourgeois and Finder 1983): ‘Moreover, the danger of 
metaphors is that if they are not based on ... hypotheses, yet are couched in seductive figurative 
language, it becomes hard to get rid of them’ (Grant and Oswick 1996:4-5). Chia (1996) asks 
the question that if metaphors are so pervasive, can we use them as analytical tools or are we 
ignoring the fact that language is almost always metaphorical in character? He cautions that it 
is difficult to write about metaphor for three reasons; firstly, reiterating an argument which has 
been put forward by both linguists and post-structural writers, language is being used to write 
about language itself, it puts its own structure onto our thoughts and therefore restricts our 
comprehension of reality: ‘Language actively configures and brings into existence such social 
phenomena in the very acts of representing’ (ibid: 137). Secondly, there exists an uneasy 
relationship between the literal and the metaphorical and finally it is difficult to separate the 
difference between whether metaphors are specific features of language or whether all languages 
are inherently metaphorical in nature. Despite this he concedes the point that ‘it is patently 
obvious that the use of metaphors is clearly widespread; permeating not just academic texts and 
contexts but the very core of our everyday existence’ (ibid: 128).
Tsoukas (1993) also challenges the scientific credentials of metaphor in three ways: because they 
fail to create a theoretical definition of what is being studied, they can be criticised as being 
imprecise; it is impossible to measure the ‘goodness of fit’ - because metaphor is a personalised 
cognitive process, what works well for one person may not work well for another and finally
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there is the possibility that metaphor can be ‘pushed too far’.
Grant and Oswick’s second criticism is that because of ‘their propensity to reify and act as 
ideological distortions’ (1996:6), we therefore not only expect them to behave in ways in 
keeping with the metaphor - for example, considering organisations as biological entities - but 
we also accept that behaviour unquestioningly (Tinker 1986).
Types of Metaphor
The extent to which metaphor can be accorded a positive or negative status and thus the extent 
to which they can be considered as liberating depends on the type of metaphor employed. 
Among others. Grant and Oswick (1996) classify them into hierarchical and non-hierarchical 
typologies:
Hierarchical Typologies
At the apex of the hierarchy are those metaphors which most influence our way of thinking and 
seeing the world, working down to those of minor/peripheral significance. Both Alvesson (1993) 
and Schon (1993) argues that it is both possible and important to distinguish between ‘deep’ and 
‘surface, or first and second level metaphors. The former are metaphors which determine those 
features of the organisation which are of central importance; for example if the deep metaphor 
is of the organisation as a machine; the subsequent development of surface metaphors such as 
organisational competence and learning, will be based on this.
Black promotes a similar hierarchy but adopts the classification of ‘strong’ and ‘weak’ 
metaphors. He considers the former can be identified by two key features: the ‘emphasis’ (where
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the words used are so strong and effective that it is difficult to find a substitute) and ‘resonance’ 
which implies that once the words have been understood the metaphor can be expanded proving 
to be ‘relatively rich in background implications’. It is fairly obvious, therefore, that weak 
metaphors have neither emphasis or resonance and ‘might be compared to an unfunny joke, or 
an unilluminating philosophical epigram’ (1993:26).
A similar, although more extensive hierarchy based on a model of analogy by Gentner (1983, 
1989) has been put forward by Tsoukas (1993). His argument is that metaphors try and link the 
source and target domains and the degree of success achieved is demonstrated by how close the 
link is between the two. The five domain similarities he identified are outlined below (his 
examples are used to illustrate):
Abstractions
Analogies
Literal Similarities
Mere Appearances
e Anomalies
where similarity at its strongest but there are no clear 
attributes
where there are clearly identifiable characteristics from the 
target to the source
where there is a transfer between relationships and 
attributes: for example, ‘milk is like water’ 
where specific attributes transferred but no clear 
relationship: for example, ‘the surface of the lake is calm 
and clear like a mirror
where there are few relationships or similarities: for 
example, ‘a computer is like coffee’
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Although acknowledging that it can be helpful to classify metaphors hierarchically, equally it 
can be considered to be inhibiting because there is an implication that it is possible to measure 
the impact and importance of one metaphor against another; indeed they assert that this is 
actually impossible because ‘the cognitive nature of metaphors combined with their reliance on 
figurative language means that their effects are unquantifiable and unmeasurable’ (Grant and 
Oswick 1996:6).
Non-Hierarchical Typologies
Rather than attempting to assign relative values to the different types of metaphor identified, the 
focus here is on understanding how each type of metaphor works and when and where it is used. 
Grant and Oswick posit a typology of ‘dead’, ‘live’ and ‘dormant’ metaphors and inductive or 
deductive metaphor.
Dead metaphors are those that are so familiar or habitual that we use them literally rather than 
being aware of them as metaphors (Tsoukas 1991); examples they give are ‘chair leg’ or the 
‘teeth of a saw’. A key feature, therefore, according to Grant and Oswick, is that because they 
are so taken for granted they are unable to provide any insights or contribution to the study of the 
characteristic they describe.
‘Live metaphors require both a context and a certain creativity to interpret adequately’ Fraser 
(1993:330); they are employed specifically by Morgan where he discusses organisations as 
brains, psychic prisons, machines, organisms and cultures (1986).
Grant and Oswick (1996) suggest that dormant metaphors can be distinguished from dead
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metaphors because the latter are used literally while the former are used semi-literally. Although 
the source of the metaphorical base is not readily apparent, they can quickly be identified and 
can, therefore, develop into either live or dead metaphors.
Palmer and Dunford (1996) prefer to consider whether metaphors are applied deductively or 
inductively. A deductive approach places a metaphor on a particular organisational phenomenon 
to assess whether what it has to offer is of value (see, for example, Morgan 1981, Barrett and 
Cooperrider 1990, Inns 1996, Oswick 1996). An inductive approach attempts to uncover the 
underlying metaphors already in use and which influence our ways of thinking and seeing (see, 
for example. Palmer and Dunford 1996).
Lackoff and Johnson (1980) propose a typology of structural, orientational and ontological 
metaphors which is neither hierarchical nor non-hierarchical but could be utilised within either 
framework. Structural metaphors are so termed where one concept is metaphorically structured 
in terms of another; orientational metaphors build on structural metaphors by organising a whole 
system of concepts with respect to one another. Lackoff and Johnson term them ‘orientational’ 
because the majority of them are concerned with spatial orientation: up/down, in/out, 6ont/back 
etc. and cite the example that if ‘Happy is up’ it leads to ‘I’m feeling up today’. They also 
propose the concept of ‘metaphorical entailments’ and give the example ‘time is money’: time 
is a valuable resource in western culture and we therefore conceive it that way. th e  entailment 
principal works by the assumption that time is money (entails that) time is a resource (entails 
that) time is a valuable commodity. ‘Metaphorical entailments can characterize a coherent 
system of metaphorical concepts and a corresponding coherent system of metaphorical 
expressions for these concepts’ (ibid:9). Finally ontological metaphors are so named because of
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our experiences with physical objects (especially our own bodies): ‘ways of viewing events, 
activities, emotions, ideas etc. as entities and substances’ - for example,, inflation is an entity, 
therefore, ‘we need to combat inflation’.
In our previous consideration of meaning making in organisations we have considered both 
denotative and connotative meaning; thus far in this chapter we have only considered the trope 
of metaphor but mention should also be made of one other of the ‘Master Tropes’ (Manning 
1979, Morgan 1983, White 1978), the trope of metonymy since connotative meaning is often 
generated by the use of either (Jakobson 1971). Where metaphor expresses the unfamiliar in 
terms of the familiar, the comparison of two conceptual domains, metonymy makes a connection 
within the same domain: broadly speaking, an individual example standing for a related general 
category. Chandler (1995) gives the example o f‘mother’ standing for ‘motherhood’. Where the 
use of metaphor requires an ‘imaginative leap’, depending on the type of metaphor used, the 
‘selection of the metonym is clearly crucial, for from it we construct the unknown remainder of 
reality’ (Fiske 1982:97).
Perhaps mention should also be made of the trope synecdoche - identified by Grant and Oswick 
as the third ‘master trope’ but considered by Chandler(1977) to be a particular type of metonym 
in which a part stands for the whole or vice versa, to use his examples, a policeman is ‘the law’, 
London is ‘the smoke’, workers are sometimes called ‘hands’. There appears to be disagreement 
concerning this particular trope or sub-trope: Manning (1979) refuses to place any of them in 
order of ascendency. White (1978) and Morgan (1983) argue that metaphor is the most basic or 
‘primal’ trope with the others as secondary forms whilst Eco (1984) rejects any distinction 
between synecdoche and metonym. To begin an argument which is taken further in the next
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section, it is suggested that we are in danger of becoming entangled in a semantic discussion 
arising from the fact that these are linguistic terms which have been relocated into social science. 
Fiske and Hartley (1978) suggest that metaphor is a paradigmatic dimension (in other words, 
vertical, selective and associative) while metonymy is a syntagmatic dimension (horizontal and 
combinative). Since we are concerned with the generalities of semiotics and the notion of 
denotative and connotative meanings, for the purposes of this thesis it is proposed that we will 
consider the tropes of metaphor and metonymy to be a method of substitution by similarity or 
contiguity (Eco 1977).
To summarise thus far, this section has considered some of the issues concerned with the study 
of metaphor. Several definitions have been noted and a conclusion reached that metaphor implies 
the calling into play o f a cognitive process which, through the substitution o f the unknown for 
the known enables us to make our own individual, peculiar and particular sense o f the world.
The uses and utility of metaphor are many and varied but in general terms they can be considered 
to provide graphic mental pictures of complex phenomena which can determine our thoughts and 
action and mediate our meaning and response. In considering the use of metaphors in 
organisational analysis, whether they are considered as problem solving, problem finding or 
paradigm shifters, they are part of the symbolic system.
Metaphors can be considered from both negative and positive positions: they are either 
generative, liberating, an invitation to see the world anew and a useful investigative tool or they 
are imprecise, personalised and incapable of being proved to be scientifically valid.
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Metaphors can be classified into hierarchical and non-hierarchical typologies; deep and surface; 
strong and weak; dead, live and dormant but within these typologies should also be considered 
the other trope of metonymy since metaphor in general is concerned with denotative meaning 
whilst the latter pertains to connotative meaning.
Having considered metaphor as a device by which individuals can, through the process of 
substituting the unknown for the known, make a bridge between the literal and the symbolic, it 
is appropriate at this stage to now consider how this can link to the process of sensemaking by 
placing them both within the general context of semiotics.
As has been mentioned, the process of sensemaking is largely cyclical, unconscious and 
concerned with the process of comparison: placing an object or event within a firame of reference 
in order to compare it and make sense of it. Semiotics, or the science of signs, is concerned 'with 
links which are made between an image or expression and a content which together produce a 
sign. Indeed: ‘All human communication is a display of signs, something of a text to be read’ 
(Denzin and Lincoln 1998:252).
‘We seem as a species to be driven by a desire to make meanings: above all, we are surely Homo 
significans - meaning makers. And it is this meaning making which is at the heart of the 
concerns of semiotics’ (Chandler 1977). ‘A science that studies the life of signs within society 
is conceivable; it would be a part of social psychology and consequently of general psychology; 
I shall call it semiology (firom the Greek semion “sign”). Semiology would show what 
constitutes signs, what laws govern them. Since the science does not yet exist, no one can say 
what it would be; but it has a right to existence, a place staked out in advance. Linguistics is only
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a part of the general science of semiology; the laws discovered by semiology will be applicable 
to linguistics, and the latter will circumscribe a well-defined area within the mass of 
anthropological facts’ (Saussure cited in Hawkes 1977:123). Semiotics can be considered as 
‘a mode of analysis that seeks to understand how signs perform or convey meaning in context’ 
(Manning 1987:25): the ‘study of signs’ or the ‘theory of signs’. Guiraud (1975) describes the 
study of signs as a ‘fragmentary and undeveloped discipline’ and makes the distinction between 
semiology (the study of the social function of the sign as developed by de Saussure) and 
semiotics (the study of the logical function of the sign as proposed by Peirce). This gives rise 
to the two main functions of semiological expression: referential, which is objective and 
cognitive, and emotive which is subjective and expressive - in other words, the two poles of our 
experience. It should be noted, however, that whilst Saussure’s term ‘semiology’ is sometimes 
used to refer to the Saussurean tradition and ‘semiotics’ sometimes refers to the Piercean 
tradition, nowadays the term ‘semiotics’ is more likely to be used as an umbrella term to embrace 
the whole field (Noth 1990).
Although the study of signs is based originally on language, Denzin and Lincoln argue that 
‘language is but one among many sign systems of varying degrees of unity, applicability and 
complexity’ (1998:252) and semiotic systems can also include etiquette, morse code, music, 
images, objects etc.; in other words anything which ‘stands’ for something else. Equally they 
suggest that sign systems can be loosely or tightly coimected or articulated and the relationships 
between them can be various: homological, analogical and even metaphoric. Stam et al define 
semiotics more fully as ‘the study of signs, signification and signifying systems (1992:1). Thus 
semioticians study how meanings are made, their concern is not only with communication but 
also with the construction and maintenance of reality (Chandler 1977): ‘the central concerns of
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semiotics ... are ... the relationship between a sign and its meaning and the way signs are 
combined into codes’ (Fiske and Hartley 1978:37). This is an important point to make at this 
stage since, as will be discussed further below, we are less concerned in this thesis with the study 
of linguistics, per se, as with the applicability of semiotics to cultural analysis.
Semiotics can be considered to have four characteristics:
-  they bring together a concept and an image
the are not autonomous entities in that what constitutes a sign is merely its difference 
from other signs, for example, ‘blue’ is only ‘blue’ because it is not red or green
-  they are arbitraiy and unmotivated: different languages use different terms for concepts
-  signs are constructed through two main paths:
combinational possibilities where the relationships are syntagmatic, and, in
linguistic terms, employ prefixes and suffixes; for example: 
friend/boyffiend/friendship 
-  contrastive properties where the relationships form paradigmatic oppositions; for
example ‘yes’ or ‘no’ - choosing one naturally excludes the other.
Described by Barley as an ‘eclectic and amorphous field’ (1983:394), the origins of semiotics can 
be attributed to the teachings of Ferdinand de Saussure in Europe and Charles Pierce in the 
USA. It was taken into other fields, notably those of non-verbal communication by Roland 
Barthes and anthropological analysis by Claude Lévi-Strauss and these developments are 
discussed in greater depth later in this chapter.
74
The Notion of the Sign
At the outset it is important to understand and appreciate the importance of the notion of the sign 
in generic terms. Students of linguistic semiotics would, at this stage, point to serious distinctions 
which should be made between the approaches adopted by Saussure and Pierce. The former 
envisaged a dyadic focus of signifier and signified while the latter advocated a tripartite focus 
of interprétant, representamen and object. However since this thesis is concerned with the 
applicability of general semiotic theory to an analysis of organisation culture it is proposed that 
general principles will be considered and a generic model constructed.
Based on a conventional relationship between the signifier and signified, simply put, a sign is 
something that represents or stands for something else in the mind of someone. Signs are 
meaningful units which take the form of words, images, sounds, gestures or objects. These have 
no intrinsic meaning and become signs only when we invest them with meaning - the 
sociological notion of the ‘symbol’. Turner notes that for something to qualify as a sign ‘it must 
have a physical form, it must refer to something other than itself, and it must be recognised as 
doing this by other users of the sign system’ (1992:17).
Signs have, firstly, di signifier or expression -a  word, sound or symbol and, secondly, o. signified 
or content which completes the meaning of the expression. Using the example of a lily (the 
expression), this can be linked with death, Easter or resurrection (content) and thus we can see 
that the sign also requires an interprétant or context, each of the content(s) linked with the 
expression of a lily is arbitrary and the process of connection is socially and subjectively created 
and maintained: if the interprétant or context changes, the sign changes its meaning. Thus we 
can see that these connections are formed cognitively using a ‘primitive phenomenology’ (Culler
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1985). The connections between clusters of signs are sometimes referred to as ‘paradigms’; 
several paradigms (or domains of meaning) being referred to as a ‘field’ (Bordieu 1977).
In its simplest form this can be represented in the following generalised model:
Signifier
(expression)
Connection within an interprétantSign
Signified
(content)
Bordieu (1977) contends that if an organisation can ‘pin down’ and stabilise the links between 
expression and content then the culture can be regarded as ‘sedimented’. How likely or possible 
this is debatable given the nature of culture as discussed earlier; additionally, as will be discussed 
below how likely, or possible, is it to ‘pin down’ these links?
Saussure suggests that the sign is double headed or Janus-like: both sides are needed in order 
for it to function; he himself utilises the example that signified and signifier are as inseparable 
as two sides of a piece of paper. The linguistic sign unites, not a thing and a name, but a concept 
and a sound image, and therefore the sound image represents some concrete token, or signifier, 
and the concept represents the meaning, or signified. There is no sign - or meaning - without 
both a signifier and a signified: the distinction between these two has sometimes been compared 
to ‘form and content’ (see, for example. Wells 1977, Andersson and Trugdill 1992) - the signifier 
is seen as the form of the sign and the signified as the content. However, it is worth noting that 
Chandler (1995) considers the metaphor o f‘form as container’ to be problematic in that it tends 
to support a link between content and meaning with the implication that meaning can be
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‘extracted’ without an active process of interpretation; as we shall see below this is an issue 
which was subsequently addressed by Barthes.
Saussure also distinguishes between the linguistic, and therefore social system, which he terms 
‘langue’ and the individual process of speech, which he terms ‘parole’; ‘Langue underlies and 
determines every manifestation of parole in the world, and yet it has no concrete existence in 
itself. If parole is considered on its own it appears to lack coherence or pattern; but fragments 
of ordinary talk are coherent and patterned, a consequence of their structuring by langue’ (Ball 
and Smith 1992:40).
Additionally, Saussure distinguishes between two properties of the sign: it can be either 
‘motivated’ or arbitrary. Arbitrary, or simple signs, occur when a direct connection can be made 
between signifier and signified - Saussure terms this a ‘chain’. Motivated, or complex, signs 
occur when associations have to be made and Saussure gives the example of a bird cage: in order 
to know that this is a cage for a bird we have to know and understand the words ‘cage’ and ‘bird’ 
as separate entities. We can now derive a more sophisticated model of the process which also 
identifies the role played by metaphor and which is represented overleaf:
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Signifier 
(expression)
Signified
(content)
motivated
compl
relation
combinations contrasts
analogies
unmotivated
arbitrary
simple
metaphorical 
(direct link)
metonymic 
(contiguous link)
Hall et al (1980) suggest that the ‘arbitrary nature of the sign’ has two important implications: 
-  The ‘identity ‘ of the sign is independent of its material conditions; for example ‘the Paris
to Geneva Express’ is not one single train but a train located in conditions which make 
it the Paris to Geneva Express. Therefore the ‘identity’ of the sign refers to the concept 
of the entity.
The internal structure of the sign itself is important: there is no natural, a priori, 
connection with the sign and the sound image, or signifier, associated with it. Saussure 
terms this the ‘unmotivated’ characteristic of the signifier because it has no natural 
connection with the signified. The linguistic sign, therefore, does not merely reflect 
reality but formulates a ‘concept’, or signified, which is complexly articulated with a 
particular sound image, the signifier.
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Saussure himself suggests that there exists a paradox in that the sign can become changeable over 
time; for example the sign ‘mouse’, originally used to signify a small grey animal, is now more 
likely to signify a piece of computer hardware - changed, therefore - and, paradoxically, 
unchangeable because of its arbitrary nature.
Although Saussure recognises that it is not completely clear how meanings are established in 
language he concentrates on the internal composition of the sign and looks at the ‘combinations’ 
between signifier and signified which take on values in positive terms. Therefore ‘when we 
consider the sign in its totality... we have something that is positive in its own class. A linguistic 
system is a series of differences of sound combined with differences of ideas, but the pairing of 
a certain number of acoustical signs with as many cuts made from the mass of thought engenders 
a system of values, and this system serves as the effective link between the phonic and the 
psychological elements within each sign. Although both the signified and the signifier are purely 
differential and negative when considered separately, their combination is a positive fact’ 
(Saussure 1974:120)
For Saussure, an issue of central importance was the way in which signs are related together 
within a language and he identified two dimensions of these relations: syntagmatic and 
paradigmatic - ‘links’ and ‘chains’. The former is concerned with the sequential or horizontal 
arrangement of words in a sentence: the meaning of ‘the cat sat on the mat’ becomes clear over 
the course of its statement, the latter is concerned with the ‘vertical’ arrangement between signs, 
the choice between the words ‘napped’ or ‘stood’ give a different dimension to the meaning (Ball 
and Smith 1992).
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Saussure’s approach was fundamentally structuralist in nature: ‘an analytical or theoretical 
enterprise, dedicated to the systematic elaboration of the rules and constraints that work ... to 
make the generation of meanings possible’ (Hartley cited in O’Sullivan et al 1994:302). This 
was also the approach advocated by Claude Lévi-Strauss whose main work was an attempt to 
fuse Saussure’s linguistic framework into an analytical anthropological model, focussing not on 
terms but on relationships between constituent elements such as ceremonies, kinship, laws and 
methods of cooking and then organising systems of these relations to derive general laws; His 
contention was that these elements only acquire meaning if they are integrated into systems 
(Hawkes 1977).
However Cameron suggests that structuralism is merely ‘a method you can use’ in semiotics 
(1992:25) and, building on Saussure, Roland Barthes extended the former’s theories into the 
field of social semiotics, a domain which Woolacott (1982) suggests has moved beyond 
structuralist concerns. Barthes concentrated on the study of semiotics not as a process but as an 
attitude. Focussing on non-verbal signs, his greatest concern was occidentalism - that the French 
bourgeoisie considered its culture and mores to be universal. He felt that society is a 
construction, perpetuated by signs of the dominant values within its culture and semiology 
provided him with a means by which he could undertake a close analysis of the process of 
meaning by which he believed the bourgeoisie converted its historical class-culture into 
universality.
Building on Saussure’s notion of ‘links’ and ‘chains’, in the last essay in Mythologies (1957), 
Barthes discusses orders of classification and the role of myth as a signifier in society. He 
proposes that myth functions as a second order semiotic system constructed on the basis of the
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semiotic chain that went before it. ‘With signification we have, of course, encountered an 
extremely powerful, because covert, producer of meaning at a level where an impression of “god 
given” or “natural” reality prevails, largely because we are not normally able to perceive the 
processes by which it has been manufactured. Barthes’s analysis of semiosis, in moving via 
Saussure on to this level, begins to take us “behind the scenes” as it were of our own construction 
of the world’ (Hawkes 1977:133 original emphasis).
We thus begin to see an emphasis given to the concept of meaning and signs and Barthes 
proposes two primary levels of meaning: connotation and denotation. Denotation is the literal 
use of language: language means what it says (when the signified is conceived objectively) and 
connotation is the use of language to mean something other than what is literally said: when 
meaning expresses subjective values which are attached to the sign by virtue of its form and 
function (Giraud 1975). Barthes describes connotation as being ‘geared up’ from denotation in 
the same way as myth is from ordinary signification. The first system is the ‘plane of denotation’ 
and the second is the ‘plane of connotation’ - in other words, the signifiers of connotation are 
made up of the signs (signifiers related to signifieds) of the denoted system. Hawkes (1977) 
notes that a similar point is made by Umberto Eco: ‘one endlessly moves from one established 
level of meaning the moment it is established: denotations are continuously transformed into 
connotations - an infinite progression and multi-order level.’ Indeed, Eco contends that because 
of this we can never reach a ‘final’ decoding or reading. The third level of meaning proposed by 
Barthes is that of myth - ‘the complex system of images and beliefs which a society constructs 
in order to sustain and authenticate its sense of its own being: i.e. the very fabric of its system of 
“meaning”’ (Hawkes 1977:131). Barthes contends that a both connotative and mythical levels 
arise from ‘unexamined, nonempirical or belief-based connections drawn between denotative and
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connotative meanings’ (1977:131).
Both Mythologies (1957) and Image, Music, Text (1977) consider the role of semiotics and the 
importance of the sign in both ideology and non-verbal communication by taking a ‘spectral 
analysis’ (Innis 1986) of messages contained in advertising images. Barthes’ contention was that 
image gives a ftision of both perceptual knowledge and cultural knowledge and his main 
preoccupation was whether analogical presentation (the advertising copy) produced true systems 
of signs rather than agglutinations of symbols. His interest was in how meaning gets into the 
image, does it end and, if it does, what is beyond? Innis (1986) describes Barthes’ analytical 
framework as based on certain questions:
What is the relation between literal and symbolic messages in the image?
How is the linguistic message related to the iconic message and is this relationship 
constant? What if there exists no linguistic message? Is the image parasitic on language? 
How does language relate to images which are connected and not ‘free standing’?
-  How are images, and which aspects of images, coded?
How does, for example, a drawing, differ from a photograph?
Barthes’ contention was that ‘the image is penetrated through and through by the system of 
meaning, in exactly the same way as man is articulated to the very depths of his being in distinct 
languages ... the psyche itself is articulated like a language’ (1977:47). He was interested in the 
systems of connotation which images bear and in which they are embedded; therefore, in his 
view, semiology becomes identical with the study of ideology and the study of the various 
‘myths’ of modem life: the ‘rhetoric’ of the image appears as the ‘signifying aspect of ideology’.
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He studied only advertising images because he considered that this particular image is 
intentional in order to sell the product: it is frank, emphatic and explicit in the information it 
conveys. Barthes proposed to use this clarity to move towards a clearer conception of how the 
image (and its linguistic attendants) produces signification. Taking the Panzani advert 
(reproduced overleaf) he proposes that there are three messages contained vdthin it (1977). 
These are evaluated separately by Barthes but he also stresses the importance of not losing sight 
of the overall structure of the image and the inter-relationship between the three messages.
The linguistic message
Barthes suggests that there appear to be two functions of the linguistic message in relation to the 
iconic message: anchorage and relay - similar to Saussure’s concept of ‘links’ and ‘chains’. 
Anchoring serves to help the reader, via the text, to select the right level of perception, or to 
choose the correct details to notice; there is an ideological component of this function of the text: 
in relation to the freedom of the images signified, the text has a repressive value. Relay, literally, 
relays additional information in that the text serves as a second, or supplemental, source of 
information (similar to dialogue balloons in comic strips) which is necessary for full 
comprehension, rather than mere focussing, of the image (Hanchèr 1997). All images are 
polysemous; under the signifiers there is a ‘floating chain’ of signifieds of which individuals 
choose some and ignore others. This ‘floating chain’ needs to be fixed to ‘counter the terror of 
uncertain signs’ and the linguistic message is one of the ways this is done.
Additionally the linguistic level of analysis has both a denotative and connotative meaning. 
The linguistic message guides interpretation rather than identification of the symbolic/coded 
image: ‘constituting a kind of vice which holds the connoted meanings from
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proliferating’(Barthes 1977:39). Barthes labels the study of the connotative level the ‘rhetoric 
of the image’; there is no fixed system for reading the image for ‘the language of the image is not 
merely the entirety of the utterances emitted... it is also the entirety of the utterances received; 
such language must include the “surprises” of meaning’ (1977:47). Hancher (1997) suggests that 
as the study is still in its infancy, it lacks any definitive breakdown of the components of 
connotative meaning; should such a categorization o f‘connotators’ be achieved, it will constitute 
Barthes’s ‘rhetoric’.
The image is supported by captions. The message code is the French language (one only needs 
a knowledge of French and writing to be able to decipher it). The addition of the word ‘Panzani’ 
gives an additional signified: that of Italianicity. Therefore in the image the linguistic message 
is two-fold: connotational and denotational.
Elsewhere other than in advertising the anchorage may be ideological: the text directs the reader 
through the signifieds of an image causing him to avoid some and receive others ... it remote- 
controls him toward a meaning chosen in advance, therefore with anchorage, the text serves to 
clarify but the clarification is selective. Relay is less common in advertising but quite often seen 
in cartoons and comic strips: text and image have a complementary relationship which unifies 
the message. This is particularly important in film where dialogue not only clarifies but advances 
the action because it sets out meanings that are not found in the image itself.
The iconic message
The iconic message can also be referred to as pure image, coded, cultural, symbolic, and 
connoted. In the Panzani advert Barthes notes four discontinuous signs:
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a This first sign is relatively easy to read: the idea represented is a return from the market,
the signifier, a half-open bag with the contents spilling out, signifies that the products are 
fresh and destined for domestic preparation.
b Here the sign is represented by the colours of the products (yellow, green and red, the
colours of the Italian flag) and this, therefore, signifies Italy/Italianicity (this is in ‘the 
relation of redundancy’ because the connotative sign of the linguistic message is already 
there); Barthes suggests that this is based on cultural and/or tourist stereotypes and 
requires a specifically ‘French’ knowledge: an Italian would probably not even notice the 
colours or name.
c Here the sign represented by the different signifies both the idea of a complete culinary
service - Panzani can provide everything - together with the impression that the tomato 
puree in the tin is equal to the natural things around it.
d This fourth, discontinuous, sign is the composition of the image itself, the idea of a still-
life painting signifying a sense of the aesthetic.
The assumption is made by Barthes that the signs form a coherent whole.
The literal message
Also termed uncoded iconic, perceptual and denoted, the point of this message is that if all the
signs were removed from the image it could still be ‘read’ and ‘understood’ as a number of
identifiable objects (as opposed to colour and shape) arranged together. The relationship,
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therefore, between signifier and signified in this message is quasi-tautological. The recipient 
only needs the knowledge ‘bound up with your perception’ to be able to read this last message 
but Barthes comments that this does not nullify the message, the receiver still needs to be able 
to recognise what a tomato, pasta, string bag and the like are and to understand what an image 
is.
He asks if we should separate the two iconic messages, firstly because they share the same 
substance and secondly because the viewer does not separate them immediately but receives both 
perceptual and cultural messages at once. However he asserts that there is a distinction which 
has an ‘operational validity’ analogous with the distinction between signifier and signified in the
linguistic message (i.e. between concrete token and meaning) ‘If the distinction permits us
to describe the structure of the image in a simple and coherent fashion and if this description 
paves the way for an explanation of the role of the image (in society), we will take it to be 
justified’ (Barthes 1977).
Thus the order of understanding which Barthes proposes is: 
coded message ‘imprinted’ on uncoded message
symbolic
symbolic
Y
connoted*
supported by 
support for
literal
literal
Y
denoted
* connoted because it takes over the signs of another system in order to make them its
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signifiers
The emphasis which Barthes places on the meaning of signs is an important one when 
considering cultural analysis. Elsewhere the notion of culture as a (more or less) shared system 
of meanings has been discussed . Giddens (1974) refers to these understandings as 
‘knowledgeability’ - tacit, nonverbal meanings, taken for granted or even unrecognised by 
participants - which are, he contends, nevertheless powerful constraints on meaning. This ‘taken 
for granted’ notion is underlined by Denzin & Lincoln: ‘The potentially volatile contextual nature 
of meaning is reduced by shared knowledge, rules and codes and used to make sense of a fields 
of signs’ (1998); connections are, typically, shared and collective and can, therefore, provide an 
important source of the ideas, rules, practices and codes that we could term ‘culture’ (Barley 
1983, Culler 1975).
We can also see the influence of Saussure in a later work of Barthes: S/Z (1970) proposes an 
approach to literature not dissimilar to Saussure’s notion of ‘langue et parole’; nor, indeed, in a 
metaphorical way, to the approaches to the study of culture outlined in Chapter 2. He contends 
that literature can be divided into two types:
That which gives the reader a role - he calls this ‘writerly’ (scriptible). Signifiers have 
free play, no automatic reference to signifieds is encouraged or required. Therefore, with 
no easy passage from signifier to signified, ‘writerly’ texts ask/make us look at the 
nature/world of language itself rather than through language as a ‘pre-ordained real 
world’: they involve us in ‘creating our world now, together with the author as we go 
along’.
That which makes the reader redundant - he calls these ‘readerly’ (lisible). ‘In it the
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passage from signifier to signified is clear, well worn, established and compulsory’ 
(ibid:114).
Readerly texts (usually classics) are static and virtually ‘read themselves’, therefore they 
perpetuate an ‘established’ view of reality and ‘an “establishment” scheme of values, 
frozen in time, yet serving still as an out-of-date model for our world’ (ibid: 114)
‘In readerly texts the signifiers march: in writerly texts they dance’ (ibid: 114). Hawkes 
(1977) points out the paradox: readerly texts, which require no reading, are often called 
‘readable’ where writerly texts, which demand serious reading, are often called 
‘unreadable’.
To summarise thus far, semiotics is concerned with the study of links which can be made 
between expressions (or signifiers) and contents (or signifieds) which together form a sign which 
is interpreted according to a context. Saussure’s work was fundamentally structuralist in that it 
sought through similarities and oppositions to discover the underlying general rules governing 
a language system and we see this notion transferred into anthropology by, for example, Lévi- 
Strauss and psychoanalysis by Jacques Lacan (Lemaire 1977). Building on Saussure, but less 
constrained by the structuralist tradition, Barthes applied semiotics to both a sociological and 
literary medium. We can combine the two approaches to form the generic model overleaf:
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Literal-------------- ^  Denotative--------- ^  Arbitraiy
(Uncoded Iconic) a
Signifier + Signified = 
(Iconic Image) Meaning
(Iconic & linguistic)
Combinations
(Connections)
Analogies
Classifications
Themes
Contrasts 
(Paradigms)
Metaphorical ^  Connotative ^  Motivated
(Coded Iconic)
From the above we can see both the similarities between the models proposed by Saussure and 
Barthes and also how Barthes has developed Saussure’s model. The basic equation o f‘signifier 
plus signified equals sign’ becomes a sign in which an iconic image and linguistic message 
combine to form the sign. For Barthes, the iconic image can either be ‘uncoded’ (and, therefore, 
literal) or ‘coded’ (and, therefore, metaphorical); it follows logically, therefore, that literal images 
have meanings which are denotative and metaphorical images have connotative meanings. This 
then links back to the two properties of Saussure’s sign: simple, or arbitrary, sign consists of 
literal messages and connotative meanings while motivated, or complex, signs encompass 
metaphorical messages and denotative meanings. As previously discussed, Saussurean 
linguistics seeks out combinations and contrasts - designated by Barthes as connections and 
paradigms; from these Saussurean analogies classifications and themes can be identified.
THE NATURE OF ORGANISATIONAL SYMBOLISM
We can now take this exploration of sensemaking and semiotics one step further to consider how
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individuals, through symbolic processes, translate their sensemaking into a form which is 
‘manageable’.
More than fifty years ago Whitehead wrote: ’Symbolism is no mere idle fancy or corrupt 
degeneration: it is inherent in the very texture of human life' (Whitehead 1927:3). Later Van 
Maanen, Manning and Miller (in Jones 1996) built upon this by implying that it is a dynamic 
process: 'To study symbolism is to learn how the meanings on which people base action are 
created, communicated, contested and (occasionally) changed'.
Pondy et al in defining symbolism take the Greek derivation: 'combine(s) the idea of sign, in the 
sense of a mark, token, insignia, means of identification, with that of a throwing and putting 
together. A symbol is a sign which denotes something much greater than itself, and which calls 
for the association of certain conscious or unconscious ideas, in order for it to be endowed with 
its full meaning and significance' (1983:4-5).
They emphasise that a sign becomes a symbol when patterns of meaning are 'thrown on' it or 'put 
together' so that it is interpreted other than as a strict resemblance with what is signified, in other 
words, symbols are signs which express more than their intrinsic content: 'significations which 
embody and represent some wider pattern of meaning' (ibid: 5)
However they also point out that it is important to note the differences between signs and 
symbols: signs represent a relationship between elements whilst symbols are created subjectively 
and invested with subjective meaning. Essentially, then, all symbols are signs but not all signs 
are symbols and they cite Morgan’s example that heavy clouds may be a sign of rain but may also
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be symbolic of the approach of a tribe's rain god. 'Invested with subjective significance of this 
kind, signs become symbols which can be woven into complex cultural patterns (ibid:5). 
Symbols can have denotive meanings (a flag represents a country) and connotive meanings (a 
flag stands for patriotism etc.). The dynamic nature of symbol construction is discussed by Jones 
who differentiates between types of symbols and symbolic domains. Symbolic domains are 
'bounded interpretive firameworks' people work within different domains, 'each with a distinct 
way of firaming and interpreting talk and action and defining roles and behaviour within a 
particular setting' (1996:24). People keep all the domains in mind and switch between them as 
circumstances change.
Pondy et al (1983) stress the need to be aware of three broad issues: symbols can vary in their 
degree of complexity, can be created unconsciously or consciously and vaiy to the extent to 
which they and/or their meaning is shared. Symbolism is a generic process in that people create 
and recreate symbols whenever they 'vest elements of their world with a pattern of meaning and 
significance which extends beyond its intrinsic content.'. Symbols can be created from any 
object, action, event, utterance, concept or image and this point is taken up by Jones who 
suggests that 'Human beings, perhaps more than other animals, have a great propensity toward, 
dependency on, and responsiveness to symbols and symbolizing' (1996:1).
However Jones also cautions that while 'Symbols are the most apparent and observable aspects 
of organizational life; simultaneously, symbolic behaviour is the most subtle and elusive' 
(1996:1); there are easily observable symbols (for example, logos and badges) but there are also 
subtle symbols expressed as, among others, stories where the interpretations are not very easy 
to pin down. Jones suggests that when studying symbolism one also has to be aware of
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individual behaviour and the uniqueness of events and questions the robustness of the notion of 
shared meanings and social constructions because he believes that people develop repertoires of 
jargon, stories etc. to use 'as a personal resource, transforming socially constructed symbols to 
make them compatible with their own experiences, biases and preferences' (ibid: 15), a point 
taken up by Weick (1995) and discussed below in the section on 'Sensemaking and Culture'.
Pondy et al contend that traditional organisational and management theory has largely failed to 
realise the full significance and importance of symbolism in organisational life because of its 
'overwhelming commitment to mechanical and organismic metaphors of organisations'. They 
suggest that these models oversimplify organisational life because they focus on formal and 
rational aspects rather than on the fact that they are 'complex patterns of human activity' in the 
sense that people in an organisation can use 'language, exhibit insight, produce and interpret 
metaphors, are able to vest meaning in events, behavior and objects, seek meaning in their lives 
in short, can act symbolically' (1983:4). They go further to suggest that 'Organizations are by 
their very nature symbolic entities, and a fully adequate theory of them must perforce also to be 
symbolic in its content'.
In summary, this section has considered the role which semiotics and symbolism play as part of 
the sensemaking process. It has been argued that sensemaking is a necessary process which 
individuals employ in order to construct a reality for themselves by developing cognitive maps 
in order to ‘read’ patterns of meaning into situations in which they find themselves. It is a 
complex and cyclical process, retrospective and possibly irrational, which is both conscious and 
non-conscious; individual and collective and cognitive, behavioural and social.
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Semiotics has been termed the ‘science of signs’: the study of how signs convey meaning and 
construct and maintain reality. Originally located in linguistics, it has been relocated into such 
fields as anthropology (with the work of Claude Lévi-Strauss) and (for want of a more 
appropriate nomenclature) literary sociology with the work of Roland Barthes. Chapter 2 
discussed the potential difficulties o f ‘borrowing’ a concept from one discipline and relocating 
it in another and this same tension is evident in the application of semiotics to non-linguistic 
disciplines; it is important to reiterate that this thesis is concerned with the application o f general 
semiotic theory and a generic model which combines the constructs of both Saussure and Barthes 
has been proposed.
Having considered the general principles of sensemaking and semiotics this section has further 
contemplated how individuals utilise symbolic processes to translate the processes of 
sensemaking into a functional and operational form. Symbolism can be deemed to be an iterative 
process of creation and recreation in order to provide patterns of meaning and significance. It 
is observable and obvious (in terms, for example, of logos and badges) and equally more subtle 
and elusive (for example, in the stories told); this is an important point since it is necessary to 
be able to investigate and verify the extent to which meanings are shared.
We can thus begin to construct a basic model (overleaf) of how these processes may be 
represented:
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THE SENSEMAKING PROCESS 
occurs in order to be able to 
CONSTRUCT A MEANINGFUL REALITY
described by
i
SEMIOTICS
and expressed as
Y
THE FORMATION OF SYMBOLS TO 
REPRESENT REALITY
The chapter thus far has considered the sensemaking process in general, how metaphor can 
contribute to this and has set both within the general context of semiotics. We now need to draw 
together the issues discussed by considering the links between both culture, meaning and 
sensemaking and metaphor, meaning and sensemaking.
CULTURE, MEANING AND SENSEMAKING
Watson cites Edmund Leach in that from the outset anthropologists needed a concept to 
differentiate 'man from no-man' and suggests that culture, rather than nature, is the way to 
achieve this; 'central to culture is language'. He further suggests that we have to continually 
'work on' our humanness: 'We have an awful lot we need to make sense of to survive mentally. 
And we could not handle alone all these sources of anxiety. Our capacity for culture, language 
and concepts partly creates these problems' (1994:20).
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Watson furthers his argument by citing Simon's notion of bounded rationality (1957); 'The 
uncertainties and ambiguities are vast and so we fall back to a considerable extent on recipes, 
formulae, legends, folktales and intuition to make sense of these situation. Culture again 
becomes a resource with all its stories of what has happened before and its notions of good and 
bad... We can do no other. We cannot "know" our environment. Its ambiguity is so great we can 
only, as Karl Weick (1988) puts it, "enact" it - make and act upon our own interpretation of it'. 
Culture, in effect, becomes a human creation which helps us avoid 'the dark abyss of disorder and 
chaos into which (we) might otherwise fair (1994:20).
Thus culture helps us to construct and ground our identities and give meaning to our lives; Berger 
talks about nomos (order) out of chaos: 'Man are congenitally compelled to impose a meaningful 
order on reality ... every nomos is an area of meaning carved out of a vast mass of 
meaninglessness, a small clearing of lucidity in a formless dark, always ominous jungle' 
(1973:31-2)
Watson discusses the ways that we 'engage' with our culture. Clearly this cannot be done literally 
since obviously culture is a construct rather than an animate being but we can exchange with 
other people - 'our dialogue with our culture is a dialogue with others' (1994:23). However he 
emphasises that this dialogue takes place on more than a face to face basis: 'our very process of 
thinking and decision making involves us in a dialogue in our minds with the arguments of 
human others, whether these be remembered arguments of particular people or cultural norms' 
(ibid:32); this can give rise to what Watson terms 'cultural trading' - the use of culture 
management to encourage employees to trade meanings vdth other employees.
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The stmcturalist-fimctionalist view (the ‘organisation has a culture’ debate) of culture with its 
associated belief that individuals not only have to be totally integrated into the system in order 
to maintain equilibrium and social control (see, for example, Talcot Parsons 1937) but that this 
is achievable and realistic (Schein 1971 ; Wanous, Reichers and Malik 1984) has been challenged 
for several reasons. Hocking and Carr contend that this collectivity argument is problematic and 
over-simplifies the issues: individuals have different meanings for situations, objects and culture: 
‘Management’s pursuit of culture as a unifying agent neglects or fails to adequately appreciate 
the issue of human agency... (an) inadequate understanding of the origins and development of 
sub-cultures is largely the result of the myopia that the structuralist-functionalist prism tends to 
encourage ... a myopia in which integration, harmony and the acquisition of “social facts” 
becomes the focus’ (1996:74 - 87). If the theoretical conception can explain how a culture 
occurs, is transmitted and sustained, then it would also be capable of explaining why individuals 
and groups may not associate with the dominant culture.
The symbolic interractionist perspective (the ‘organisation is a culture debate’), on the other 
hand, is more concerned with the way that individuals act on the basis of the meanings that items 
hold for them (Blumer 1969); Louis suggests that these meanings are produced as the result of 
‘an in situ interpretive process’ which is negotiated and renegotiated by members of a social 
system; she considers the term ‘negotiated’ from two semantic viewpoints: an individual 
negotiation which metaphorically ‘represents navigation of an experiential landscape by which 
one controls one’s course or position’ and/or a bargaining by the diverse groups, each of whom 
have their own preferred meaning (1986:512, Gregory 1983); this is a point echoed by both Van 
Maanen and Barley (1985) and Trice and Beyer (1983) in terms of organisational occupational 
groupings from which members derive both favourable images and social identities which can
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be presented to others as a manifestation of themselves. This is also the case with sub-cultures 
which have the same elements of cultures: distinct patterns of shared ideologies and distinctive 
sets of cultural forms: ‘The more unique the elements of a subculture, the more it encourages 
members to loosen their commitment to the overall culture and generate shared rationalisations 
that allow them to violate significant aspects of if  Trice and Beyer (1993:175).
Therefore cultural meaning making is individualistic and may be the result of unconscious 
motivations (Hocking and Carr 1996), a dynamic process of navigation or negotiation for the 
meaning of cultural substance: ‘the central object to be negotiated in interaction is personal 
identity, or the self-meaning of the person’ (Denzin 1992:26).
Returning to the original premise that sensemaking is all pervasive, how can it be more 
specifically linked to metaphor and culture?
Regardless of the academic stance taken, shared meaning, shared understanding, and shared sense 
making are all different ways of traditionally describing culture (Morgan 1986). Trice and Beyer 
suggest that cultural forms are 'concrete manifestations of culture... observable entities through 
which members of a culture express, affirm, and communicate cultural substance to one another' 
(1993:27). Mukeqi and Schudson (1986) propose that the purpose of cultural forms is to 
condense ideologies so that they become both tangible and concrete, they serve as sensemaking 
mechanisms by which ‘members of cultures think out loud about themselves'. This is echoed by 
Turner who suggests that 'Symbolic aspects of organizations are worth exploring to understand 
the aesthetic and stylistic identities which are generated within them, to increase our knowledge 
of how boundaries are constituted around organizational identities and to promote strategic
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change' (1992:63). Cultural forms can be considered as ‘sense making practices’ (Gephart 1978) 
and organisational sensemaking (Pacanowsky and O’Donnell-Trujillo 1982).
It could be argued that cultures are both constructed by us and, at the same time, construct our 
view of the world and what it is; in other words we make sense of the world through the medium 
of culture. This is underlined by Hampden-Tumer who suggests that cultures help us to deal with 
contradictions by synthesising all the inconsistencies within our basic, taken for granted 
assumptions. He writes that 'all corporate cultures take the form of mediated dilemmas 
(1990:26). Anthony contends that they may do even more than that in that they 'might provide 
the basic, theoretical and perceptual building process upon which we rely to organize our 
inchoate experience' and that how we do this transcends the 'logical and the scientific' (1994:31). 
Drawing upon Ricoeur (1984) he explains this by using the example of narrative and story telling 
which, because it is not 'bound by any external consistency with the world... it imposes its own 
consistency upon it, organizing its random events into a coherent account for its listeners or 
readers' (ibid).
This notion of consistency against inconsistency was discussed by Smircich (in Anthony 1994) 
who suggested that 'organizations exist as systems of meaning which are shared to various 
degrees. A sense of commonality, or taken for grantedness is necessary for continuing organized 
activity so that interaction can take place without constant interpretation and re-interpretation of 
meanings’.
However Weick, whilst acknowledging that the 'glue' of organisational culture is usually 
portrayed as 'shared meaning' (see, for example, Smircich 1983), cautions that this is difficult to
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attain because the differences in people's prior experiences cause these meanings to be 
idiosyncratic. Although individual histories are too diverse to produce similarity, Weick does 
suggest that, rather than shared meaning, shared experience may be retrospectively made 
'sensible' by equivalent meanings. In other words, if people share anything it is actions, activities, 
moments of conversation and joint tasks which are then made sense of individually: 'If people 
have similar experiences but label them differently, then the experience of shared meanings is 
more complicated than we suspect' (1995:78). He cites Brown (1985) in that the notion of shared 
experiences functions the same way 'as does the more elusive and less grounded artifact called 
shared meaning'.
Weick suggests that there are two ways to consider shared experiences and unshared meanings; 
one way is to discuss a shared experience and 'hammer out' a common way to encode and talk 
about it - in other words to construct a shared meaning for a shared experience and he cites the 
example of adventure training as a way to build teams. The second way is to avoid summarising 
or labelling the experience, merely to accept that it has happened and establish a common 
referent by encouraging recollection of the shared experience in detail. He says 'To produce a 
culture like effect, mæiagers need only make the common experience salient. Once this happens 
then people are in a common frame of mind that is not all that different from the frame that is 
implied when people talk about culture as shared meaning. Culture, in this revised view, is what 
we have done around her, not what we do around here' (1995:189). In essence, therefore, Weick 
is suggesting that people who do things together even if there is no common interpretation of 
what they did, the shared referent arising from the common experience can be reinstated 
descriptively: 'remember when we ...'. This is an important point which takes us to the essence 
of the argument contained within this thesis - to what extent are meanings shared and are they
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arrived at through mutual negotiation (either unconsciously or consciously)? The discussion of 
shared experiences and unshared meanings is taken up again in Chapter Six when the 
Fragmentationist Perspective (Frost et al 1991) is revisited.
METAPHOR, SENSEMAKING AND MEANING
Trice and Beyer suggest that ‘The most important quality of metaphors is the way in which they 
condense a complex set of meanings into a single word or phrase. They can deliver a cultural 
message cogently, but not very precisely. Thus, they leave room for the imagination to fill in 
details and for people to find rationales for accommodation and change' (1993:99). To this Cazal 
and hms contend that ‘It seems that metaphor is basic to how individuals make sense of events 
in a collective and individual way ... (they are) a point of contact between socially defined 
meanings in a particular context and individually created meanings and show individuals using 
relatively stable collective forms for the making and expressing of diverse and possibly 
idiosyncratic and private meanings’ and go further to suggest that metaphors are ‘one of the keys 
to studying how humans ascribe meaning to events and to the world by working on the basis of 
similarities, association and substitution’ (1996:189). They look particularly at the work of 
Lacan who sees metaphor as a process: the relationship of word to sign/meaning and to concept 
is fluid and problematic, therefore ‘Meaning shifts around and metaphor is the name of the 
process by which it does so’ (Sarup 1993:47). Cazal and Inns contend that ‘metaphoric usage 
shows how events are perceived and interpreted in multiple ways according to various 
associations made which renders meaning hard to grasp. Metaphor, therefore, allows for and 
draws attention to “the proliferation of meaning” in language’ (1996:184). Lacan posits that 
metaphor can uncover or recover forgotten links and associations, create new ones (and, 
therefore, new areas of perception) and help to ‘close the gap’ between what is experienced and
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what is said: it ‘may appear to give a gestalt understanding of a subject and unite emotional and 
rational insights, but by its ambiguous nature it points to the complexities of meaning’ 
(1996:189). To strengthen their point they cite Samp’s argument concerning ‘the “double bind” 
of metaphor in that it states one thing but requires you to understand something different’ 
(1993:47). Cazal and Inns maintain that this argument, therefore, has two main implications: 
firstly, since meaning is not fixed firmly in any one concept or word it can be carried from one 
domain to another through links of association and similarity (the concept of Saussure’s ‘arbitrary 
nature of the sign) and secondly, associations made when a metaphor is used are not only 
socially defined but are also ‘individual and idiosyncratic’: they can only be understood by a 
personal code and context, therefore it makes the researcher’s job even more difficult and elusive. 
Indeed, Culler (1975) maintains that not only is meaning socially created and determines 
perception but is capable of change over time. Cazal and Inns suggest that:... ’metaphor involves 
the condensation of associations, images and ideas and a transfer of meaning across domains. 
These associations may only be fully understood with reference to a personal code of meaning 
in a specific context: furthermore meaning does not reside in terms and words but in the 
juxtaposition of various elements. These elements can be assembled and reassembled in may 
different ways’ (1996:186). This is a point which is taken up in the following chapter.
Ortony (1975) suggests that metaphors are central to cultural sensemaking and they have three 
merits: they are compact ways to convey complicated ideas; they enable people to grasp things 
for which there are no existing labels and they are more vivid and emotionally appealing than the 
abstract and generalised concepts they represent.
However, there appear to be two opposing views as to the role of metaphor in sensemaking:
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Pondy et al suggest that sensemaking is one of three metaphors (other two are language game and 
text) and that they are all concerned with understanding the origin of meaningful action, 'how 
individuals come to define and share realities which may become objectified in fairly routinized 
ways. In short, to understand how the objective, taken for granted aspects of everyday life are 
constituted and made real through the medium of symbolic process' (1983:22) Weick, however, 
disagrees in that he contends that although the other two (text and language games) are 
metaphors for interpretation, sensemaking is not. He stresses that 'sensemaking is what it says 
it is, namely, making something sensible. Sensemaking is to be understood literally, not 
metaphorically' (1995:16).
This chapter has reviewed the literature on sensemaking, metaphor and semiotics and has 
attempted to link these to organisational culture; from this discussion we can propose a model 
(overleaf) which visually demonstrates these links and represents it as an iterative process. There 
can also be seen links between symbol, sensemaking and culture in that culture facilitates (or 
manipulates) the sensemaking process (i.e. by aiding in the construction of individual/collective 
reality) and equally the sensemaking/'symbolic translation' process facilitates the creation and 
maintenance of culture. Additionally there are also two-way links between metaphor and culture 
in that metaphor is used to describe/realise culture and culture is a metaphor in itself. This 
process could then lead to the construction of a 'new or modified reality'
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CONSTRUCTION OF REALITY/ 
SENSEMAKING PROCESS
expressed as
FORMATION OF SYMBOLS TO 
REPRESENT REALITY
expressed as
CULTURE IN 
ORGANISATIONS
Yexpressed as
expressed as
METAPHOR
CONSTRUCTIONS OF *NEW REALITIES'
Summary Conclusions
It seems appropriate to view both this and the previous chapter as a metaphorical journey which 
has charted a path through the existing literature on organisational culture, sensemaking, metaphor 
and semiotics; hopefully there have been both sufficient signposts and ‘service areas’ (or, to 
employ an American terminology which may be more appropriate given the necessary length of
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a thesis of this type, ‘rest stations’) on this journey for the reader to feel confident, but hopefully 
not patronised, in being able to follow the map that has so far been provided for them. To 
continue the metaphor, we can consider the notion of a journey in two respects: On the one hand 
is a route which is either familiar and often-travelled or, alternatively, a map is available which 
gives very detailed instructions from outset to destination. On the other hand, at some stage, the 
traveller may have to decide whether to leave the safe haven of what is known and familiar to 
continue on an uncharted path either because there is no clear way forward or because there may 
be other more interesting, exciting and hitherto unknown paths to explore: this is the stage that 
this particular thesis has now reached.
The journey thus far has travelled along a relatively well-worn path with recognisable signposts:
-  the studies into organisational culture have themselves followed two distinct paths: one 
path is very clearly pre-determined by both researchers and consultants and pursues an 
unequivocally marked route which defines organisational culture as a variable which can 
be changed and manipulated; the second path, followed by other researchers, is less clear 
in its route - probably deliberately so since it ascribes to the theory that culture is less 
easily defined and certainly less easily manipulated: a product of shared meaning making 
and understanding which is difficult, if not impossible, to effectively uncover. Thus the 
literature asks us to choose between a smoothly constructed concrete highway (perhaps, 
as some academics would possibly term it, a cul de sac) or a Ramblers’ Association amble 
through a path which is less defined and is interesting to travel - purely because it is there - 
but which, apart from considering the wild flowers and trees en route, has no ultimate 
destination. The literature, therefore, prescribes two very different pathways which the
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journey can take, although Schein (1985) attempts to grow something organic at the edge 
of the road, there is essentially no melding of the two routes.
To continue our metaphorical journey, the research concerned with metaphor, 
sensemaking and semiotics also takes a fairly clear-cut path, perhaps not the concrete 
highway proposed by some of the researchers into culture but, nevertheless, a route which 
is defined - even semiotics, while deviating slightly into other pathways, does not venture 
into particularly uncharted territory: the path is well used (although some commentators 
might suggest that Barthes deliberately sets up the scenario to portray himself as a 
particularly ‘scary bear in the forest’, both literally and metaphorically).
Where, then, in terms of mapping a pathway for this thesis do we go? The review of the literature 
has identified thinkers and thinking which do not necessarily fit easily together: civil engineers 
and conservationists, paths and routes: identified and partially unidentified, well trodden and less 
well trodden - the M25 with a fleeting sighting of occasional flowers and plants or an apparently 
alternative amble along a pleasant riverbank which does not necessarily have an ending (and, 
indeed, would be argued those walking it, probably does not require an ending other than to have 
experienced the walk). It is not the aim of this thesis either to attempt to engineer a fusion of these 
two routes but rather to consider how these paths can be recharted and reconfigured: to view the 
landscape in a different way.
It should be noted at this stage that the use of metaphor as an attempt to identify the apparent gaps 
in the literature and to establish the issue for investigation has not been employed as a clever (and, 
some may suggest) a pretentious literary device: rather it has been used as a mechanism by which
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the author could make not only her own personal and individual sense of some of the issues 
involved thus far in this research but also use it as a vehicle to explain these issues. By this 
process, therefore, we can arrive at the primary aim of the investigation: if the author has found, 
through the use of metaphor, a less complicated way (for her) of describing the complicated, how 
can this knowledge be used to release the individual, particular and peculiar way that individuals 
make sense of their surroundings? As mentioned above, this is not to provide necessarily a new 
pathway to understanding organisational culture but rather to seek news ways of signposting the 
topographical landscape.
The model proposed on page 103 is an instrumental approach to the argument and a further 
approach to which credence should be given is the notion that, if you, as the reader, has followed 
the metaphorical discussion thus far then you have reached a second order of abstraction: you are 
making sense of how I, the author, am making sense and what I am actually making sense of; it 
also requires that both you and I become involved in this process; this is an important point which 
will be followed up in succeeding chapters.
Given the previous concluding section to the literature review, the following chapter considers the 
methodological approach taken to the study of culture and metaphor in general and also examines 
the method employed in this research;
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CHAPTER 4 
METHODOLOGY
METHODOLOGY
This chapter is divided into three main sections: firstly a discussion of the methodological 
approach taken, secondly a review of the research method adopted and a final reflective section 
which discusses the lessons learned from undertaking the research.
The model which was proposed in the conclusion to the previous chapter linked metaphor and 
semiotics and offered this as an original approach to the study of organisation culture. If it is 
accepted that an individual’s perception of the culture of their organisation is personally (and 
largely unconsciously) constructed then how can this nebulous and somewhat elusive construct 
be captured and expressed as reality, either by an individual themselves or by a researcher? The 
approach taken in this research is to examine how individuals employ metaphors which, for 
them, characterises for them their organisation.
Clearly the use of metaphor, per se, is not a new method which can be applied to the study of 
organisation culture in general (see, for example Hocking and Carr 1996, Oswick, Lowe and 
Jones, 1996) but the development of a semiotic approach to the use of metaphor to an 
individualised approach is, it can be argued, original.
In order to clarify how the researcher has arrived at this view the first part of this chapter will 
briefly discuss the relevant methodological considerations, will review the traditional ways of 
studying organisational culture, will consider the role of metaphor in organisational analysis thus 
far and discuss the use of semiotics as a methodological device. The chapter vdll then go on to 
examine the way in which this methodology has informed the approach to data gathering and 
analysis.
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The research aim and objectives defined somewhat instmmentally on page 2 have been rather 
more elegantly and concisely described by Geertz: ‘man is an animal suspended in webs of 
significance he himself has spun’ (1973:5). If we are concerned with attempting to understand 
and interpret (as best we can) the world of (individual) meaning and meaning making then clearly 
the general approach to doing this must be one of social action and within this broad framework 
three specific strands can be identified, all of which appear to be able to contribute in some way 
to the debate.
Symbolic interactionism takes us to the heart of the argument by proposing that, in order to 
survive, individuals have to construct and live within a world of meaning: thought, experience 
and conduct are essentially social, people interact through symbols which in turn impose 
meanings on things and, therefore, provide the means by which meaningful interaction with the 
environment can occur. However, contained within this approach is the assumption that 
meanings have to be largely shared, be capable of interpretation by others and that actions will 
occur according to how individuals consider that society thinks their role should be and with their 
own concept of self. The notion of ‘role taking’ and ‘looking glass self proposed by Mead 
(1934) and modified by Blumer (1965) in that people actively create their own social 
environment and are, at the same time, shaped by it, a process of continuous interpretation which, 
perhaps, was taken up by Giddens (1984) fifty years later with structuration theory - the basic 
contention of which is that structure and action are co-dependent. Social interactionism has also 
been criticised, amongst other things, for operating within a vacuum: small scale face-to-face 
interaction has been studied without consideration of the role of historical context or social 
setting (Haralambos & Holboml 990) and additionally fails to explain the source of the meanings 
which individuals make or why they act as they do: it assumes existence rather than exploring
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sources (Skidmore 1975).
The second and third strands of social action theory take up this latter point but employ a 
different approach in that both phenomenology and ethnomethodology are concerned with 
understanding meaning itself rather than in exploring its origin: the ‘how’ or the ‘way’, rather 
than the ‘why’. Although phenomenology is concerned with a rather more philosophical and 
conjectural view than ethnomethodology, which takes a more empirical, investigative approach, 
both strands are derived from similar ideas and, therefore, for the purposes of this discussion, are 
considered together under the general term of ethnomethodology. Very generally, 
ethnomethodology is concerned with attempting to discover common groupings and typifications 
in order to ascertain the distinguishing features which individuals employ as a shorthand method 
of classifying and understanding a world which is external to their own consciousness. That 
these groupings may be considered by an objective observer (if, indeed, there is such a person) 
to be true or false is not of importance. Garfinkle (1967) exemplifies this by proposing two 
notions, ‘reflexivity’ and ‘indexicality’: the former is concerned with the manner in which 
individuals explain, constitute and justify their world (making sense, perhaps, where no sense 
exists) and the latter takes this further by adding the idea of context - if the situation or 
circumstances change then the interpretation will change.
Ethnomethodology, however, is also not without its critics who argue that it does not consider 
either issues of power or differences in power, particularly in competing groups, which may 
affect the motives (which it equally fails to look at) which cause individuals to act in certain 
ways. A further critique of GarfinkeTs approach is propounded by Gouldner (1990) who 
considers that it deals only with the trivial aspects of life and tells us nothing additional to that
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which we already know.
In summary thus far we have considered the three strands of the social action debate: symbolic 
interactionism emphasises role and self-concept as both shaping and being shaped by society, 
ethnomethodology proposes that there is no real social order other than that it is perceived by 
individuals to be so: ‘an appearance of order ... a convenient fiction’ (Haralambos & Holbom 
1990:809) - people actively engage in sensemaking only to enable them to be able to describe 
both their own actions and those of the society around them in a way which is reasonable and 
acceptable to them and others, a justification of action.
These appear to be the main differences but are there any similarities between these two/three 
strands? Certainly some can be identified. There is agreement that the process of meaning 
making is a necessary part of individual ‘survival’ and that this is a highly subjective process 
which, of necessity, must be shared to some degree; additionally, all the strands concur that, to 
some extent, this meaning making process is affected by, and affects, for want of a better word, 
the ‘environment’ (although not necessarily contextually): the meaning making process is, 
therefore capable of change over time.
Clearly, then in terms of considering how best to attempt to interpret individual meaning making, 
there are elements of all three strands which are applicable. Where, then, does this leave us in 
terms of moving from methodology to method as a way of investigating the research aims - to 
continue the metaphor employed at the end of the previous chapter, to move from a broad 
highway to a specific road? In order to arrive at our destination we need to consult a map, or 
maps, of possible routes and to do this it is appropriate to consider how culture has been
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previously investigated and the role which metaphor can play in organisation analysis.
Traditional approaches to the consideration of organisation culture
Chapter 2 discussed the two major conceptual approaches to the study of culture and it is 
suggested that a similar strand of process and content themes can be found when considering 
approaches to the measurement of culture: 'the multiple layers of meaning that constitute 
organisational culture may be unpacked in many different ways with many different 
consequences' (Frost et al 1991).
It is proposed that analysis and measurement should be considered together because the nature 
of the analysis will affect the degree and depth of measurement achieved. Additionally 
consideration should be given to the notion of levels of culture since these will also affect the 
degree of depth of culture which can be analysed and/or measured.
The three layer model proposed by Schein (1985) suggests that culture can be manifested at 
different levels: artifacts - the visible organisational structures and processes; values - the 
strategies, goals and philosophies and finally, underlying assumptions - the unconscious, taken 
for granted assumptions. This approach has been adopted by many researchers (see, for example, 
Hofstede, 1991; Woods, 1989; Dyer, 1986) and amended by Kotter and Heskett (1992) who 
contend that culture can be perceived on two levels, the levels differing in terms of their visibility 
and resistance to change. Overlaid on this and highlighting some of the issues concerned with 
the analysis and measurement of culture is the model proposed by Louis (in Kilmann et .al 1985). 
She suggests that more attention should be paid to subcultures and contends that 'The idea of a 
cultural 'blank slate" within modem work organizations makes little sense: culture is not really
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concerned with the objects studied but how they are interpreted (p 126). Coining the term ‘culture 
bearing milieux’ she proposes that researchers need to untangle the sources and bounds of shared 
understanding by considering their penetration from three perspectives: the sociological 
penetration, the horizontal pervasiveness throughout the organisation; the psychological 
penetration, the degree of homogeneity present and the historical penetration, the degree of 
stability and consistency over time.
Schein (in Frost et al 1991 ) recommends that we need to remind ourselves why we were studying 
the notion in the first place, suggesting that it is related to our need to understand the behavioural 
regularities and patterning which occur and are perpetuated in long-range societies. He then 
advances the idea that any method must, of necessity, derive from all the social sciences, take a 
broader research base than has been employed traditionally and, most importantly for him, 
change the role of researcher to that of consultant/helper: his 'clinical perspective' (Schein 1987) 
where his three levels of culture can be unpacked in, he proposes, a relatively short period of time 
using the observations of an outsider and the analysis of insiders.
However, it is suggested that while this return to original motivation and objectives is a suitable 
initial point from which to begin, overlaid on this must surely be the conceptual stance taken to 
the study of the notion of culture.
Those researchers who subscribe to the Inclusive View (Meyer in Salaman 1992), i.e. those who 
take the view that organisations 'have' a culture, will be more concerned with analysing the topic 
from that perspective - exemplified in the following quotation: 'There is nothing magical or 
elusive about corporate culture, one has only to be clear about the specific attitudes and
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behaviours that are desired, and then to identify the norms or expectations that promote or 
impede them' (O'Reilly 1989). Thus we see the use of Survey Research (see, for example, 
Hofstede 1980; Kilmann 1984) together with Brown's (1995) suggestion of measurement of 
culture strength by an 'artifactual'/questionnaire approach and Payne's (1990) idea that strength 
could be plotted using the strength of consensus against intensity of feeling for which Brown 
suggests a reformulated climate survey questionnaire. The concerns which Schein (1985) warns 
will arise, such as, for example, the ethics of forcing results into pre-determined dimensions of 
priority, factor analysis or the validity and significance of data obtained from pre-determined 
questionnaire dimensions (Schein in Frost et al 1991), will not be of similar concern to 
researchers who will be more concerned with discovering what Schein (ibid) would term 'surface 
levels'. Goulden (1992) also makes the point that although the emphasis by the 
functionalist/integrationist writers is placed on the notion of'sharing' when defining culture the 
assumption is made that this notion exists rather than empirically testing it.
Researchers who take an Analytic Descriptive Approach will break down culture analytically into 
easier to manage components in order to analyse one or more of them. Thus we see a variety of 
studies identifying rites, rituals, stories and symbols (see, for example, Martin & Siehl, 1983; 
Trice & Beyer 1984). Whilst this approach does attempt to delve below surface level 
manifestations the danger must be that unless the researcher subscribes to the hypothesis that 
culture exists only as a product of its manifestations, these studies then tend to occupy the central 
position, ignoring the core concept. Although it could be argued that because the 'deeper 
meaning' of culture can only be deduced from the commonalities of its surface manifestations, 
Schein (1991) warns that this fractionated approach can lead to 'analytical decomposition' which 
results in a loss of validity and loss of the true meanings of each manifestation because it fails
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to look to any deeper meaning which may tie the manifestations together.
Louis proposes that 'cultures as "shared tacit knowledge" are not easily revealed through normal 
methods of asking questions and making observations in everyday “'business as usual situations”' 
(in Kilmann et al 1985:126) and for those who subscribe to the Social Emergent Approach 
(Meyer in Salaman 1992), i.e. those who take the view that culture is something the organisation 
'is', there should exist a need to take a holistic/systemic ethnographic approach to analysis: 'the 
cultural characteristics and the organisation are embedded in each rather then existing as parallel 
but separate entities' (Smircich in Anthony 1994). Anthony himself (1994) suggests that the 
nature of culture is 'unperceived by those who share it and difficult to penetrate by those who do 
not'. Turner (1971) takes up the notion of cultural layers by suggesting that not only is 
organisational culture a sub-culture of national culture (see also Hofstede, 1991; Morgan, 1986; 
Morey & Luthans 1985) but also that cultures are segmented spatially and temporally: 'in the 
course of work, people walk out of one cultural enclosure and into another at different times of 
the day and periods of their lives, from a community to ah occupational culture in which rules 
assumptions and values are different'.
Frost et al (1991), drawing on the work of Martin and Meyerson, strongly contend that cultural 
context can only be understood if all three facets of their three-perspective framework are 
utilised. Because of the subjective nature of cultural interpretation, each researcher will tend to 
perceive, describe and interpret the same event in a different way because a different perspective 
has been taken. Although they describe a single perspective approach as 'misleadingly 
incomplete' their thesis is that both organisational members, because of their position in the 
organisation and researchers, because of limitations in the way culture is defined and samples
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taken tend to habitually employ one perspective which equally tends to be emotionally and 
politically grounded - the 'home' perspective with which they feel more comfortable. For 
example, senior managers will tend to view the organisation as integrationist and blue collar 
workers will view is as differentiationist. Likewise if a researcher defines culture from an 
integration perspective (see, for example, Schein 1985) and senior managers are studied, then 
there is a greater likelihood of finding evidence of this perspective - in Frost's words: 'research 
finds what it is looking for'. Very little research has been undertaken using the third, 
Fragmentationist Approach; Chapter 6 outlines the reasons for this and attempts such an analysis.
Martin and Meyerson (1988) accept that it is cognitively and emotionally difficult to adopt this 
approach and they do not suggest that researchers should attempt to assimilate all three 
perspectives. Rather the three perspective fi*amework can be utilised to analyse a single case 
study by delineating 'the overlaps, disjunctions, and blind spots of contemporary organizational 
culture research'.
It is the very complex nature of both the Interpretive and Fragmentationist views of 
organisational culture that renders any analysis or measurement not only difficult but also 
potentially flawed. Sparrow and Hiltrop contend that the many different definitions create 
difficulties in reaching consensus as to how culture should be measured and operationalised; the 
definitions 'produce a cacophony which serves to confuse the concept, making it imprecise and 
ambiguous... the concept continues to elude theoretical precision and managerial instrumentality' 
(1994:216). If it is accepted that organisations are socially constructed realities and that culture's 
components are internalised social constructs (Bate 1984) then it can be said that analysis is 
formed of the researchers construction of the layman's construction of 'what he and his
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compatriots are up to' (Geertz 1973). How, then can culture be analysed, given that in practical 
terms it is difficult, if not impossible, to describe everything at once? This issue is taken up 
below.
The literature reviews (Chapters 2 and 3) proposed that organisational culture formed part of a 
process by which people construct their personal reality to make sense of, and cope with, their 
organisational surroundings and this reality is expressed in the form of metaphor. It is therefore 
appropriate at this stage to consider how metaphor has been previously applied in analysing 
organisations.
Metaphor in Organisational Analysis
The use of metaphor as a methodological device for analysing organisations is by no means a 
new concept but one which has been employed by a variety of researchers (discussed in greater 
detail below), not the least of whom is Gareth Morgan (1980, 1981,1982, 1983 1986, 1993). 
Although heavily criticised by some (see, for example. Bourgeois 1982, Bourgeois and Finder 
1983, Tinker 1986, Reed 1990, Tsoukas 1993) not only has he popularised the use of metaphor 
for academics and organisation analysts alike, but in a direct reference to Perrow’s (1974) 
metaphor of a sandpit to study organisations in which they consider theorists akin to children 
playing in a sandpit, absorbed in their own work other than when they pause to destroy someone 
else’s sandcastle because it looks bigger and more impressive Oswick and Grant comment: ‘The 
common feature of all these attacks is their failure to leave more than a few minor battle scars 
on the Morgan sandcastle’ (1996:214).
Cazal and Inns (1996) make an assessment of the claims as to the use of metaphor in
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organisational analysis and give their own assessment as to its value. They contend that these 
claims can be divided into three distinct types:
1 Metaphor and its role in the structuration of organisation theory
Previously organisation theories had built upon each other, either capitalizing, criticising 
or completing them. This linear approach, or evolutionary view, has been criticized by 
both historians and philosophers of science and Schlanger suggests therefore that it is 
supported by an organismic metaphor: ‘knowledge is conceived like an organism with 
its own progress, learning and change (1971:147).Cazal and Inns suggest that ‘presenting 
the field of organizational analysis in terms of metaphors provides an expanded view 
because it is then portrayed as a heterogenous field composed of a number of schools
which rely on different world views. Moreover such a presentation avoids any normative
assessment of these schools, for instance in terms of ‘newer’, thus ‘better’. (1996:178)
2 Metaphor and the discursive texture of organisations
Metaphors acknowledge the importance of language in organisational analysis, enhancing 
our ability to develop multiple interpretations. They cite Morgan to make their point: ‘we 
can read the same situation from multiple perspectives in a critical and informed way 
(therefore providing) us with an effective means of dealing with (the) complexity, the 
ambiguity and the paradoxical nature of organizations’ (1986:322).
3 Metaphor as an ethnographic tool
The basis of ethnography is that meanings are ‘not given but are actively constructed by 
participants through interaction and negotiation’ (Cazal and Inns 1996:178); ‘The world 
is not already there, waiting for us to reflect it’ (Cooper and Burrell 1988:100) and the
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use of metaphor can be considered as a vehicle to aid discovery of meaning.
However whilst recognising the potential power of metaphor, both at a theoretical and
methodological level, they also acknowledge that reservations have been expressed:
1 Implicit Metaphors
Citing Alvesson’s criticism that metaphors need to be structured in a particular way to 
avoid lack of precision and focus - to avoid what he terms ‘the hidden, or second order 
metaphor’, they concede: ‘the same metaphor may eventually map onto very different, 
even competing, approaches to organization. For example, the culture metaphor, far from 
conjuring up a unitary image, may lead to a variety of conceptions of the organization’ 
(ibid: 180) and as an example they cite the three perspective framework of Frost et al 
(1991); however they also ask why second order metaphors (or even third order 
metaphors - leading to ‘an endless recursive game’) be less fuzzy or ambiguous than first 
order ones?
2 Critique of metaphor as theory
Morgan suggests that our ‘images or metaphors are theories or conceptual frameworks. 
Practice is never theory-free, for it is always guided by an image of what one is trying to 
do’ (1980:336). Whilst agreeing with this in that metaphors ‘appear to be an original tool 
for classifying various theories of organizations... they do not encapsulate the knowledge 
provided. Metaphors help in organizing theories of organization, but the latter cannot be 
merely deduced from, nor reduced to, their underlying metaphor (1996:182), they suggest 
that instead o f‘theory’ Morgan should use either ‘conception’ or ‘representation’ which 
may prove more useful because of the ‘statements they encourage’.
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3 Limitations on the creative potential of metaphors
Morgan’s argument that metaphors are creative has been challenged by Cazal and Inns 
in three main ways: firstly they suggest that Morgan’s use of the same metaphor for 
several different ‘bodies of knowledge’ can result in contradictory theories and cite the 
example that his mechanical metaphor implies a unified conception of Fayol, Taylor and 
Weber when, in fact, these are really quite different from each other. Secondly they 
question Morgan’s assumption that metaphor can lead to a ‘ single and determined pattern 
of action’ in that he employs an organism metaphor for motivation theories but, for 
example, Maslow is, in their view, more mechanical than organic. Finally they question 
whether metaphor is capable of providing any meaning independent of the conceptual 
framework for which they are used.
4 Ambiguity of metaphor
If it is accepted that metaphor is ambiguous, its use as an ethnographic tool has to be 
questioned. Studies in the use of poetic metaphor emphasise its ambiguity in both 
language and meaning while metaphor studies in organisation theory have largely 
presented metaphor as a ‘rational, reductionist tool’ that can be usefully employed to aid 
organization analysis (Inns & Jones 1996:115)
Studies using metaphor
This section considers the use of metaphor as a research instrument with which to inform our 
knowledge of organisations. Not unsurprisingly Morgan features here and, in his work with 
Gibson Burrell (1979), suggests that metaphors can be employed either nomothetically or 
ideographically; a similar approach adopted by Palmer and Dunford (1996) who coined the terms
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‘deductive’ and ‘inductive’. The former approach is group centred using metaphor or clusters 
of metaphors which have been pre-determined by the researcher, ranked by Likert scale and using 
forced comparisons to see if it offers anything (or something) of value: the deductive approach 
discussed earlier (Palmer & Dunford 1996) . This approach has been used by, for example, 
Edgren (1990) who used a ‘commando model’ to pose such questions of respondents as ‘if your 
organisation were an animal, which would it be?’ or ‘if your organisation were a season, which 
would it be?’. The latter, inductive, approach, as would be expected from its nomenclature, 
focusses on the individual, encouraging them to generate their own metaphors, and therefore to 
attempt to discover the underlying metaphors already in use (Palmer & Dunford 1996) and 
ascribe their own meanings to their choice (see, for example Vince and Broussine 1996).
Oswick and Grant whilst recognising Morgan’s contribution to metaphor in that he both 
comments on the role and scope of metaphor (1980, 1983, 1986, 1993) and considers the 
application of specific metaphors to organisational settings (1981, 1982, 1986, 1993), also 
recognise that the breadth and scope of his work have set parameters which people are reluctant 
to break and they encourage researchers to develop their own insights in order to ‘break 
Morgan’s “spell” over the metaphor’ (1996:223). They further suggest that studies using 
metaphor can be divided into two main themes or, to use their metaphorical terminology, 
‘tracks’, each of which is discussed below:
The Organisation of Metaphors Track
They propose that the majority of research has been along this track, largely due to the fact that 
people have found it difficult to separate metaphor from its linguistic and philosophical origins, 
thus overly concentrating on its role and cognitive status and that while this is ‘worthy of
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endeavour, and indeed are an essential facet of knowledge generation, the linkage to organization 
theory frequently seems to be rather tenuous, almost incidental - operating as a form of 
illustration of, or addendum to, the main arguments’ (1996:215). In support of their argument 
they cite several examples where metaphor has been used in organisational analysis but which 
are general and applicable to a number of different areas of enquiry, for example, their 
transformational role (Tsoukas 1991); their generative value (Schon 1993); their vividness, 
compactness, ability to convey the inexpressible (Ortony 1975) and provide alternative ways of 
seeing and thinking (Morgan 1986).
They are also critical of the view that this track assumes that metaphor is viewed as either 
positive, a necessary and fundamental part of language (Lackoff and Johnson 1980) or negative, 
‘fanciful literary embellishments’ (Finder and Bourgeois 1982) however ‘this black and white 
logic fails to consider the contingent nature of metaphor and tends to promote an inappropriate 
form of compartmentalization’ (op.cit.:215). Nevertheless they do concede that the work to date 
in this track has been focussed and generally of value; it has ‘helped to transport and reinterpret 
concepts taken from philosophy, linguistics and cognitive psychology and apply them to 
organization theory’ (op.cit.:218), however they also consider the second track:
The Metaphors of Organization Track
Oswick and Grant contend that the application of metaphor to organisational analysis can be 
considered at three hierarchical levels. Firstly, superficial, or surface level metaphors, where 
there is minimal overlap between target and domain, are used to embroider the text to render it 
more palatable or memorable and to make the complex appear simple - in their view actually 
oversimplifying the complex. They comment that this latter use of metaphor has ‘endeared them
1 2 2
to practising managers, consultants and “pop management” writers. We need look no further for 
examples than the work of Charles Handy with his “gods of management” (1978), “boiling frogs” 
(1989) and “empty raincoats” (1993) ... Superficial metaphors have not enhanced research, 
instead they have clouded and constrained the generation of knowledge with regard to metaphor 
and organizations’ (1996:217).
Termed ‘Intermediate Metaphors’, the second level of analysis demonstrates a closer link 
between target and domain and, therefore, offer ‘second order insights’ (Alvesson 1993). Oswick 
and Grant use, as an example, ‘the organisation as family metaphor’ which enables the researcher 
to look in greater depth at family roles, family values and family feuds - insights and scope which 
they contend are not offered by Handy’s ‘boiling frog’. However they caution that the use of 
metaphor at this level has to be, of necessity, broad and ‘The inherent conceptual latitude of these 
metaphors has spawned a plethora of “organization as” metaphors (1996:217) including 
machines as organisms (Bums and Stalker 1961), text (Mangham 1978), brains (Morgan 1986), 
psychic prisons (Morgan 1986), theatres (Mangham and Overington 1987) and spider plants 
(Morgan 1993).
The final level of analysis proposed by Oswick and Grant is that of ‘Meaningful Metaphors’, 
where specific ‘metaphors-in-use’ in organisations are uncovered and discovered. They make 
a distinction between this and the previous level in that Intermediate Metaphors are ‘imposed’, 
or arrived at conceptually while Meaningful Metaphors are ‘exposed’, or arrived at empirically. 
This point is taken up by Chia who distinguishes between the process of metaphorical analysis 
and the content of significant and generative metaphors - over-emphasis on the latter obscures 
the former: ‘metaphors are paradoxically treated literally as rich conceptual windows which help
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the organizational analyst gain better access to rich avenues of meaning’ (1996:128). Therefore, 
for Chia, the use of metaphor should not be concerned with attempting to understand 
organisations as machines but with ‘relaxing the boundaries of thought’ ; equally metaphor should 
not be concerned with ‘generating a rich plethora of alternative ways of viewing organizational 
situations, rather it is a slow and stratified deconstructing of deeply entrenched and therefore 
“taken for granted” modes of ordering, concepts, categories and priorities, all of which 
collectively work to circumscribe the outer limits of contemporaiy managerial discourse’ 
(ibid:130-131).
Oswick and Grant contend that the majority of research thus far using ‘meaningful metaphors’ 
has been in the area of Organisational Development (see, for example Sackman 1989, Barrett and 
Cooperrider 1990, Vince and Broussine1996) and they suggest that it is at this level of analysis 
that future research be addressed, either at an applied level using a variety of approaches ranging 
firom discourse analysis, semiotic analysis to action research and new paradigm research or, 
alternatively, using metaphor as a device to enhance research: ‘a means to an end rather than 
being an end in themselves... a powerfiil medium for gathering data and developing new insights 
into organizational phenomenon’ (1996:220).
This section has considered the use of metaphor in organisational analysis by looking at some 
of the claims and criticisms levelled at it and by considering a twin track approach: the 
organisation of metaphors and the metaphors of organisation, suggesting that the route for future 
research should lie in the latter avenue. Oswick and Grant have suggested various ways in which 
metaphorical usage may be analysed, including semiotics, and Chapter 3 discussed the links 
between metaphor, meaning making and semiotics. The next section of this chapter considers
124
the role of semiotic analysis, combined with metaphor, as a methodological approach. 
Semiotic Analysis
We have seen from the discussion in Chapter 3 that semiotics is a mode of analysis which 
attempts to ascertain how signs convey meaning within any given context. Linguistic semiotics 
is both formal and analytic in that it endeavours to uncover the rules which govern signification 
and the associations among a series of signs.
Given this apparently rational approach, therefore, how can semiotics be utilised as a 
methodology for exploring social systems? Manning argues that sociology is a subfield of 
semiotics in that ‘social life is a field of signs organized by other signs about signs that 
communicate various social relations’ (1987:33), both sociology and semiotics seek to uncover 
and discover the elements of the system and the system of which they are a part to produce 
explanations; equally, as with linguistics, social signs communicate social meaning and are 
domain specific. The example previously given in Chapter 3 serves as well here: a mouse can 
signify a small grey furry creature or a piece of computer hardware depending on the context - 
indeed the domain can be further analysed in that some people will interpret ‘small grey furry 
creature’ as one of the characters loved and remembered from childhood readings of Beatrix 
Potter, others will interpret it as a verminous entity inhabiting their attics and store cupboards and 
yet others will remember with affection Johnny Townmouse (Potter 1987) whilst at the same 
time setting mousetraps to rid themselves of this pest. Thus, depending on the context, signs can 
convey both, (or either), logic and emotion which can be both confused and confusing to the 
observer; a friend of the author uses a more prosaic, and probably less laboured, example than 
that given above by declaring, ‘you can enjoy the cow both in the field and on the plate’ -
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certainly confused and confusing signs if the observer is a vegetarian. Additionally social signs 
communicate on several levels, in a way not dissimilar to Barthes’ ‘chains of signification’.
The use of semiotic analysis in fields other than linguistics has already been discussed in terms 
of the work of Lévi-Strauss in social anthropology and Barthes in both advertising and general 
social commentary; for example he discusses the mythical role of wine for the French (1957) and, 
in fact, this is a situation where a sign has been hyperelevated into a matter of trust and shared 
reality that becomes unquestioned: a ‘myth’. However, how can semiotics be of use in cultural 
analysis? Manning links the two by asserting that ‘human behaviour, once interpreted, is 
conduct’ and semiotics studies the rules that govern conduct: it ‘studies wholes ordered by rules’ 
(1987:29 - 30). Indeed he goes further to assert that linguistics could become a model for all 
social sciences. In addition he asks the question: is language the model for all other non-verbal 
sign systems? The apparent paradox of this question is explained in terms of learning to think 
of one thing in terms of another - in the case of this research, a metaphorical approach: ''thinking 
with semiotics, looking at one system, finding its units and meanings, and then translating that 
system on to another one and moving back and forth’ (ibid: 30, original emphasis); a point 
previously made by Eco: ‘semiotics studies all cultural processes as processes ofcommunication 
... the whole of culture should be studied as a communication phenomenon based on signification 
systems’ (1976:8 & 22, original emphasis).
Krefting and Frost suggest that people are not consciously aware of their culture because it is 
familiar, taken for granted and ‘unshakably real’ and is ‘projected out into the external world, 
reflected in consciously evident frames of references and shared meanings, and held in place by 
external symbols’ (1985:156). If we return to the model presented at the end of Chapter 3, it was
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proposed that metaphor is used to describe and realise culture and that culture is a metaphor in 
itself, aiding individual sensemaking. If we accept Manning’s suggestion of thinking of one 
thing in terms of another then it can be argued that messages conveyed through metaphor allow 
individuals to express things about themselves and/or their situation of which they may not be 
aware or cannot communicate literally and analytically, a subject beneath conscious discourse 
which cannot be controlled (Marshak and Katz 1992, Lacan 1977). We can use the notion of 
denotative and connotative meanings, therefore, to ‘explore literal messages symbolically and 
symbolic messages literally’ (Marshak and Katz 1992:156).
However it is accepted that the use of metaphor in language is not without its problems in terms 
of interpretation. Chia (1996) cautions that it has to be accepted from the outset that there will 
be difficulties encountered when language is imposed on thought; both Sarup (1993) and Lacan 
1977) argue that metaphor can reveal the instability and inconsistency of meaning, a point taken 
up by Cazal and Inns (1996) who caution that metaphor can be interpreted in multiple ways: 
tracing expressions through a chain of signifiera can be difficult and time consuming; some 
expressions of socially constructed meanings will be context specific and possibly unknown to 
the researcher and that it is necessary to ‘unpack the metaphor for the compact images and 
associations contained in it’ (ibid: 187) in order to avoid what Inns and Jones (1996) term a 
‘pseudo-gestalt’. Given these constraints on interpretation, how can the semiotic analysis of 
metaphor inform our understanding of how organisational culture is conceptualised? This 
question is taken up and discussed below.
To return to our journey metaphor, in addition to directing attention to the road ahead it is also 
useful and necessary to glance occasionally in the rearview mirror in order to see the how the
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journey has progressed and this stage in the chapter seems an appropriate place at which to do 
this. The final destination of the journey was to consider how culture is conceptualised by 
individuals as a meaning making mechanism and the first signpost to that destination indicated 
the broad highway of social action theory. Broad highways, however, only infrequently lead 
directly to a destination and in order to decide the appropriate road exit to take it was necessary 
to consult a variety of maps drawn up by others who have travelled similar roads. These maps 
along the routes of culture, sensemaking and metaphor proved useful in that they both 
highlighted the advantages and disadvantages of choosing to take a particular direction and also 
enabled a new map to be drawn. This new map to our original destination takes us along a 
pathway that has yet to be explored but which has some noticeable landmarks; these landmarks 
point the traveller toward the use of metaphor as a means of exploring how individuals 
conceptualise culture as meaning making and also point to semiotics as one means of analysing 
those metaphors. This, then, is the pathway - however there is one piece of travel information 
which is currently missing and that is the one which tells us which vehicle to use to find a useful 
way of connecting these landmarks: in other words what is the most appropriate way of utilising 
metaphor and semiotics? The decision as to which vehicle is best for undertaking any journey 
is usually a combination of personal choice and fitness for purpose. However, in electing to use 
the ‘vehicle’ of pictorial depiction, discussed in greater detail below, a third criteria also 
informed the decision, that of originality - in other words, has this particular vehicle undertaken 
such a journey before?
Metaphor as Pictorial Depiction
When discussing semiotics, both Manning (1987) and Eco (1976) propose the notion of thinking 
of one thing in terms of another: looking at one system, finding its units and meanings,
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translating that system into another one and moving bacWards and forwards accordingly; this, 
in effect, is also the role of metaphor. Both this chapter and Chapter 3 have discussed the idea 
of metaphor as a vehicle for unlocking the deep seated construct that is meaning making - 
‘imaginative’ knowledge rather than ‘literality’ (Stiles 1998), yet this chapter has also considered 
the instability of metaphor. This, then, leaves us with an apparently insoluble paradox. 
However, by taking a metaphorical approach to this problem - thinking of one thing in terms of 
another - the idea can be postulated that metaphor itself represents a form of expression, an 
image. The dictionary defines image as ‘a conception created in the minds of people’, ‘a mental 
picture of something’, ‘a concept’, ‘a figure of speech, especially a metaphor or simile’ (Penguin 
1992:461; taking this one step further, why, then, should metaphorical images, therefore, be 
described verbally - why not encourage the pictorial representation of the ‘mental picture’? 
Pictures can prove to be a ‘powerful way of producing rich insights into the organization that are 
difficult to generate by verbal means alone’ (Stiles 1998:197) and can communicate rapidly and 
universally.
Widely used, and with an established place in applied psychology and art therapy, the use of 
pictorial representation elsewhere has largely been confined to marketing research and soft 
systems analysis (Checkland and Scholes 1990). Its use in qualitative social science research has 
been limited, not only in extent but also in scope, being confined to organisation development 
(see, for example, Vince and Broussine 1996, Morgan 1993, Stiles 1992). Stiles suggests several 
reasons for this, firstly the issue of subjectivity when interpreting drawings (this point is taken 
up in Chapter 5), secondly, variations in individual drawing ability (at least in pre-electronic 
scanning days) and finally, and rather more contentiously, ‘the unfashionability of using a 
medium which is not only non-numerical, but also non-verbal’ (1998:191). He argues against
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what he considers to be an over-emphasis on ‘realist ontologies’ and ‘positivist epistemologies’ 
which, for him, represent the dominant orthodoxy in sociological research with the ‘assumption 
of the organization as a bounded entity capable of being adjusted mechanistically to generate 
greater technical efficiency or effectiveness ... Human beings are seen as fairly passive 
participants in organizations, lacking agency and self-will. Their perceptions, emotions and 
values are largely ignored as unimportant to the effective functioning of the organization’ (ibid: 
192). The use of pictorial representation used in this research partly follows Stiles’ ‘social 
constructionist view’ but is less confident that ‘if these constructs can be examined in an 
integrated way... We might then be able to suggest which organizational change strategies are 
most likely to succeed’ (ibid: 192) in that he appears to be countering his own argument; the 
stance taken through this thesis is that if culture is expressed as a meaning-making mechanism 
and is, therefore, a deep seated (and personal) construct, how capable is it of being changed by 
an external agent?
To return to our journey metaphor, we now have the destination, the maps, the landmarks and 
the vehicle, what is now missing are the practical aspects of planning any trip: petrol, a sufficient 
supply of cassette tapes, something to nibble en route - in other words the necessities that make 
the journey possible - the mechanics of the data gathering process. This is described below.
RESEARCH METHOD
Since the research was not endeavouring to uncover a universal law for conceptualising 
organisational culture and given that the method of analysis of the data would be time 
consuming, a single case approach was taken. In seeking an organisation with which to carry out 
the primaiy research two considerations were important: firstly the organisation had to be one
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where the cultural features would be sufficiently powerful to be representational and secondly 
(and more practically) it had to be prepared to permit the particular, (and, for most organisations, 
peculiar), method of data gathering.
The Organisation
Portsmouth Community Healthcare Trust is one of two hospital trusts in Portsmouth and, as the 
name would imply, is concerned with the provision of continuing healthcare within the 
community, both home based and hospital based; within this particular Trust the Division of 
Elderly Medicine was the focus of concentration for the primary research.
The Division is divided into two main operating sections: Acute Care and Continuing Care; 
Acute Care, as the name would suggest concentrates on such illnesses as strokes and serious 
infection whilst Continuing Care focusses its attention on rehabilitation (particularly with stroke 
patients) and palliative care through both long-stay wards and two Day Hospitals. The Division 
is based at two main sites, St. Mary’s Hospital and Queen Alexandra Hospital which are some 
five miles apart. The Community Healthcare Trust shares both sites with Portsmouth Hospitals 
Trust although each has separate operational blocks. The main event which had occurred during 
the five years preceding the research was the change from governance by the local health 
authority to Trust status and just prior to and during the period of data gathering there were 
further major changes, some internally imposed and some as a result of external forces. In order 
to provide the reader with some background detail which may prove useful for them when 
considering subsequent chapters, these are discussed in greater detail below:
-  Although located on two sites, both sub-sections of the division shared both hospitals 
equally. For the purposes of rationalisation it was decided to move each section to a
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specific site and this resulted in wards and staff, both nursing and administration, being 
transferred at rather short notice and, it would appear, without major consultation, some 
fi-om the older, traditional style St. Mary’s Hospital to the newer, more modem Queen 
Alexandra and vice versa.
With the rationalisation each hospital had nursing staff with two very different styles of 
uniform, each set determined to keep their own as a way both of identifying their origins 
and, for some, as a protest against their move. The St. Mary’s uniform was of a more 
traditional style (albeit without caps) with cotton dresses of varying shades of blue 
delineating status; the Queen Alexandra uniform, disparagingly referred to by staff at 
both hospitals as ‘J cloths’ consisted of dresses made with synthetic material, with a 
check design with various colours delineating status (for example, a brown checked dress 
indicated a Health Care Support Worker). During the course of the data gathering the 
decision was taken (with the degree of consultation varying according to the perception 
of the individual) to replace all existing uniforms with one style and of single status. The 
new uniform consisted of a long candy-striped polyester top and elasticated culottes, a 
style of the ‘one size suits all variety’. Although far more practical, particularly when 
considering issues of manual handling it had ramifications as far as staff were concerned:
-  all staff would now wear one uniform, a Ward Manager would appear to be 
identical to a Health Care Support Worker, only the name badge would indicate 
status.
-  St. Mary’s staff would have to surrender the last indications of their origin.
-  Although it was argued that belts could still be worn with the new tops, most staff 
felt that this was not going to be possible and thus, following the loss of caps 
(admitted by most to be impractical but symbolically necessary) and graduation
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badges (which are often no longer given), the last token vestige of status of the 
trained nurse, the silver belt buckle, would also have to be abandoned. This was 
a point made frequently to the researcher during the course of the research, 
including, interestingly, by night shift staff who frequently removed their belts 
because, due to the amount of time they had to spend sitting, they proved to be 
uncomfortable.
-  In order to streamline operating procedures and make the Division more efficient
the decision was also taken to move to mixed sex wards while retaining the 
traditional Nightingale pattern of operation: long, narrow wards with beds 
opposite each other. This resulted in vociferous complaints from the Pensioners 
Association who challenged the decision on the basis that both male and female 
elderly patients, many of whom were mentally confused, would be in close 
proximity to each other which would lead to high levels of distress. The 
campaign was vigorously taken up by the local press which led, in the short term, 
to a series of front page negative attacks on the organisation and, in the longer 
term, to the decision to refurbish and reorganise so that, while retaining the 
Nightingale pattem, the wards would be divided horizontally between sexes with 
the nursing station moved to the centre of the room. Although laudable this led 
to considerable upheaval with one ward being closed at a time, wards being 
temporarily renamed and some staff either being temporarily reallocated from 
their ‘home’ ward or being given a ‘floating’ role to fill in as needed.
It was against this background that the primary research took place, firstly with a pilot study of 
the five senior managers in the organisation and subsequently with a sample of the whole
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organisation.
The Sample
In considering the sample there were two main considerations to be taken into account; the first 
of these was the sample size and at the outset of the research a figure of fifty respondents was 
decided. This was eventually reduced to thirty-six largely due to organisational operational 
constraints such as low staffing levels in some departments and holiday leave which made it 
impossible to interview everyone selected. Additionally four members of staff declined the 
invitation to be involved. The reduction in sample size, rather than proving problematic actually 
proved helpful and this point is discussed further in a following section. The second 
consideration was to ensure that the sample reach was both as wide as possible and also randomly 
selected; accordingly the organisation made available a list of staff identity numbers, listed by 
job title, and the researcher was able to select at random a representative sample which 
anecdotally, as opposed to scientifically, reflected proportions of staff represented in each 
population as follows:
Medical staff 4
Nursing staff 16.....
Clinical Support (physiotherapists and occupational therapists) 4 
Administration 7
Senior Administration 7
Having randomly selected the sample, the respondents were then identified by the organisation 
and two co-ordinators were appointed to organise initial discussions with respondents. 
Subsequent appointments and arrangements to observe were made by the researcher herself.
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Data Gathering
In the previous research undertaken using pictorial representation the metaphor has been fixed 
for the respondent: for example, respondents are asked to depict their organisation as an animal. 
However, given the previous discussions concerning the individualistic nature of sensemaking, 
an inductive, ideographic approach was taken in that the metaphor was not forced and 
respondents were encouraged to select their own.
A further possibility would have heen to use a focus group approach where respondents together 
could either establish a metaphor for the group and discuss, or modify their own individual pre­
drawn metaphorical depictions. This approach was discounted for three reasons; firstly the 
researcher wanted to gain insights into individual conceptions of culture, secondly it was felt that 
the dynamics within any group may affect the final result (particularly if such a group involved 
a discussion between, for example. Consultants and Health Care Support Workers). Finally it 
was felt that the practicalities of organising such groups would prove difficult, if not impossible.
In addition to the main data gathering method, two others were also utilised. Firstly, an initial 
semi-structured discussion took place with each respondent which enabled the researcher to both 
to explain the nature of the research and also to gain some insights into the organisation. The 
drawing exercise was also explained, respondent co-operation obtained and a date set for the 
post-drawing discussion, usually five or ten days hence. A case could, perhaps, be argued for 
asking respondents to produce a drawing spontaneously but it was felt that this approach may 
produce the ’pseudo gestalt” mentioned above and could not reflect any deeper meaning; this 
is further discussed in Chapter 6. In explaining the exercise respondents were simply asked to 
produce a drawing which, for them, reflected what it was like to work in the organisation, no
135
mention was made of terms such as ‘organisational culture’, ‘meaning making’, ‘sense making’ 
or the like because it was felt that this may impose the researcher’s perceptions of such constructs 
on to the respondent.
The second supplementary method of data gathering was where the researcher took a 
‘participant-as-observer’ role (Robson 1993) in order not only to gain further insights into the 
organisation but also to gain a degree of trust, acceptance and credibility from respondents, both 
to produce an honest and accurate a depiction of their perception of the culture and also to gain 
their confidence in the main data gathering method itself. Accordingly, the researcher spent time 
in each department of the organisation, experiencing different situations and different working 
shifts.
Afterthoughts
On reflecting on the process of primary data gathering, two main points emerge, one practical and 
one ethical: firstly, as discussed above the sample size was reduced from that originally proposed 
and it was thought that this might adversely affect the quality of the data gathered. In retrospect, 
and particularly since this thesis is not seeking to discover a universal law by which 
organisational culture can be determined, the sample could have been reduced even further 
because the data produced from both depictions and interviews was far too rich to consider all 
the possible meanings that might emerge.
The second issue arising was an ethical point concerning the role of the researcher herself; during 
the pilot study one respondent, a senior manager in the Division, reported in the post-drawing 
discussion that the exercise itself had upset her so much that she was almost unwilling to allow
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the research to continue. From the researcher’s point of view this was both exciting and 
alarming: exciting since it would seem to begin to bear out the assertion that culture is a deep 
seated, individualised sense making process and alarming not only from a practical point of view 
in terms of the future progress of the research but, more importantly, it called into question the 
role of the researcher in terms of being responsible for invoking such personal feelings. Because 
of this each at subsequent post-depiction discussion the researcher ensured that the respondent 
was relaxed with its outcome.
In summary, this chapter has considered how the divergent views of organisational culture have 
been traditionally analysed and measured and has proposed an alternative approach by suggesting 
that since culture is an individualised process by which individuals construct their own social 
reality it can only be expressed by the use of metaphor. Studies using metaphor have been 
discussed and twin tracks identified: the organisation of metaphors and the metaphors of 
organisation. The use of metaphorical pictorial representation as an alternative mechanism by 
which metaphor can be considered was also discussed and the chapter concluded with a 
description of the research method employed in gathering the primary data.
This chapter has continued the metaphor of a journey, brought into play at the end of Chapter 3; 
on this occasion the metaphor was used as a method of charting a course through the sometimes 
complicated terrain of research methodology and the possibly less complicated, but nevertheless, 
detailed, landscape of research method. To reiterate the point made at the end of Chapter 3, 
metaphor has not been used as a clever literary device, rather it has been employed as a method 
by which the author can both make sense of the literature and, also, hopefully, engage the reader 
with that sensemaking process; if this approach has been successful then we are currently both
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involved in it and can proceed further with the journey: this time the trip is concerned with not 
only how close we are to the destination but how well the landmarks have been mapped.
(The reader might raise the question at this point as to why, if there is a cogent argument in their 
favour, has the author not drawn her own depiction of the journey which has featured in this and 
the previous chapter. There are two main reasons as to why this approach has not been adopted: 
firstly, although perhaps they could be considered as somewhat nebulous notions, there is already 
in existence a body of knowledge devoted to sensemaking, culture and metaphor and it was not 
a case of unlocking a particular construct hidden deep within the author’s mind. Secondly, the 
metaphor of a journey is, to use the metaphor in a secondary sense, a well trodden path which 
would not necessarily benefit from being represented pictorially purely for the sake of it: it was 
felt that that would be employing an unnecessarily pretentious device. However to satisfy those 
who have asked for the metaphorical ‘ad feminem’ argument to be made clearer , this is 
contained in an epilogue to this thesis.
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CHAPTER 5 
ANALYSIS ONE
ANALYSIS ONE
This first level of data analysis was undertaken using the framework discussed in Chapter 3 and 
it is probably useful briefly to revisit the main arguments at this stage.
Discussion in the previous chapters proposed that the sensemaking process is cyclical, 
unconscious and concerned with the process of comparison: placing an object or event within a 
frame of reference in order to compare and make sense of it. Within this sensemaking process 
we can include the use of metaphor as a device for providing graphic mental pictures of complex 
phenomena, a cognitive substitution process which enables us to make our own individual, 
peculiar and particular sense of the world.
In attempting to release the meanings of these metaphors we can turn to the study of semiotics 
to investigate the links between an image or expression and a content which together produce a 
sign, in other words an analytical method which seeks to understand how signs perform or 
convey meaning in context. As we shall see below, signs are constructed through two main 
paths: combinational possibilities where relationships are syntagmatic or contrastive possibilities 
where relationships form paradigmatic oppositions.
Building on Saussure who was essentially structuralist in nature, Roland Barthes repositioned 
semiotics into a socio-cultural domain, proposing that signs have two primary levels of meaning, 
connotation (or objectivity) and denotation (or subjectivity); each sign comprises three messages, 
the purely linguistic, an iconic or coded connoted message and a literal or uncoded iconic 
message.
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These two assertions were combined to form the generic model (discussed earlier on page 86) 
on which the analysis is based. Each drawing was analysed by the researcher in the following 
way:
firstly the literal, connotative image presented by the drawing itself was considered - 
what was the depiction actually saying to someone who was viewing it (as if) for the first 
time? The proviso ‘as i f  has been added here because, as is clear from the previous 
chapter, the presentation of the drawing and its subsequent discussion happened at the 
same time and the researcher, in this first level analysis, had actually seen and discussed 
it on a previous occasion. It was felt, however, that the large number of representations 
considered, and the period of time over which they were discussed with their depictors 
(several months), together with the very detailed nature of some of the discussions would 
not facilitate instant recall of what was said and, indeed, this was the case.
secondly the metaphorical, denotative image was considered by comparing what the 
literal image appeared to be declaring with what the text of the post-depiction discussion 
revealed.
finally, an attempt to identify strands of themes and meanings arising from both the literal 
and denotative images was made; these are discussed in much greater detail in the 
following chapter.
To take up our journey metaphor once again, this first level of analysis has identified landmarks 
of two types. One type stands out as something the voyager can see; the second type is 
something which the traveller has heard about and needs to consult various experts as to whether
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what has been read is representative: as an example, is the Mount Rushmore National Monument 
in the United States as impressive as it seems from the photographs? One answer might be, ‘not 
necessarily on first sight but if you view it from closer up or from another angle then it is 
impressive, and it depends on how you look at the photographs’ ; another answer might be, ‘have 
a look for yourself.
The following pages, therefore, discuss each drawing individually and, in order for the reader to 
be able to see each depiction and consider the accompanying analysis, of necessity, the 
presentation format of this thesis departs from the conventional in th# pages are, where possible, 
printed back to back.
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DRAWING 1 Health Care Support Worker
In this first drawing, the literal image is of a pig surrounded by people; there are curly 
communication loops and one nurse is separated from the others by a box of dotted lines. 
Management faces are drawn with neutral expressions while the nurses appear unhappy and 
frowning.
The metaphorical image is that the pig in the centre represents the Ward Sister with management 
on one side and her nurses on the other: ‘She’s like Piggy in the Middle, caught in the middle 
(she) is being pulled and actually wants to go in a totally different direction! She wants to get 
out! ’ . It is interesting to note that this notion of the role tension experienced by the senior nurse 
in the ward is perceived by one of the most junior members of the ward staff
We see, also, that communication is perceived as coming from one direction - from management 
- and is often convoluted: ‘That’s why some of those lines are curly ... it’s the twisted 
communication... it’s their view of what’s been said... it gets twisted when it gets to the Sister 
... they might say one thing and mean it slightly different’. In addition to a sense of uncertainty 
and mistrust, this also indicates a feeling of isolation from what is actually happening: 
‘Everybody frowning... looking pissed off... management’s just put them into systems that they 
don’t really agree with and poor old Sister’s stuck in the middle of it’.
This sense of isolation and withdrawal is particularly highlighted by the respondent who has 
drawn herself surrounded by a box of dotted lines: ‘I just do it, keep my head down... anything 
for a peaceful life, I think’
From this we can then begin to isolate some general meanings and themes: r o l e
tension,
uncertainty, mistrust of communication received from administrators and a sense of isolation and 
withdrawal.
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DRAWING 2 General Manager
The literal image in this drawing is of a jagged cliff face, with rocks and a bolt of lightening 
raining down from above. The drawing also contains people on the cliff face which itself has 
various words written on it and a house has been drawn on the top of the cliff.
The immediate metaphorical image here is one of having to try to progress up the cliff whilst 
overcoming various obstacles placed in the way by both the environment and the cliff itself: ‘You 
can’t see over the outcrops’. The person at the bottoni is her organisational mentor and the rock 
face is steeper there to signify her starting in the job: ‘a steep learning curve’ with a flatter 
section: ‘ a long hard slog’. There is a plateau on the cliff face which represents the imminent 
refurbishment of the wards but she has to overcome an overhang before she is on it: ‘I’m looking 
forward to that! ’ The idea of a degree of powerlessness, or loss of control, however, is indicated 
by another jagged edge drawn above the plateau ‘because I don’t quite know what’s round the 
comer... but it’s a fact that there vdll be something ..It’s inevitable ... it’s never going to be an 
easy ride’
This sense of powerlessness and vulnerability both from within and without the organisation is 
indicated by the rocks that are being thrown and the bolt of lightening: ‘you thought everything 
would be alright and then it comes at you... the complaints in the Press... are often unfair, often 
biassed ... you’re fairly powerless to respond. We have some staff... who are ... subversive .. 
they’re the ones hurling the rocks’. The metaphor of boulders is a powerful one and gives the 
idea of problems gathering momentum and causing considerable damage, both to the respondent 
and the organisation.
There is also a sense of frustration in that the house at the top with the patient represents 
perfection but ‘you can’t see over the top, you just know you are trying to achieve something’.
There is, however, also a positive note in that the people at the top of the cliff are ‘cheering you 
o n ... trying to encourage you’ and the three people with her on the rock face (representing the 
three people who report to her): ‘at one stage I thought they would be trying to pull you off the 
rock face ... but you could equally say the three of them ... are here, nice and close, hanging on 
to the rock face and working our way steadily up’ and there is a ‘helping hand’ drawn on the 
plateau.
To some extent, also, there is a sense of dogged determination in that when she has reached the 
top of her metaphorical cliff: ‘I’ll not get off the mountain... there’s a nice little ledge there when 
I’m going to take three months off and sail to the Baltic’
The themes and meanings which we can see from this drawing are primarily concerned with a 
sense of powerlessness, of not being in control and of vulnerability but which are balanced by 
some organisational members who are supportive.
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DRAWINGS Chief Executive
Although at first sight this looks to be a complex drawing depicted on several pages with 
overlays, the literal image is less complicated to understand: it represents a navigational map of 
an estuary with pilot notes. In addition there is also a picture labelled ‘reality’ which depicts the 
boats in a less uniform way.
The metaphorical image represents the Trust as a flotilla trying to reach a mooring point and 
overcoming obstacles, a strategic overview which could be expected from its Chief Executive: 
it is ‘not a tanker or a liner with nice neat decks, it’s actually a motley collection of dinghies 
which should all look the same when you look at it’. There is a contrast between ‘The Ideal’: 
‘”red penning” a clear direction between where the flotilla is and its destination, and “The 
Reality” ... which is, of course, dinghies going in all sorts of different directions; some are loosely 
staying together and getting to the destination, but by very tortuous courses, others have decided 
to go into different places and some are even going with the tide back out to sea’.
The respondent considers his role as helming the lead dinghy but accepts that ‘not all the 
dinghies will be uniform ... pluralism is healthy ... ‘The key issue around culture, ‘though, is 
behaviour, isn’t it and... I haven’t got as far as putting a rating on each dinghy but the degree to 
which the actual week-in, week-out behaviour of the clinical teams in the different services 
conforms to ... a corporate style varies enormously’. He accepts that this is the typical of the 
complexity of organisational life: ‘(we) kid ourselves that all the dinghies have got our standard 
sails up - if you were looking from Mars, I think you’d see a number... were very blurred... with 
different colours up completely... more autonomous doctors... individual sails flying the medical 
colours’.
This point concerning his role in attempting to lead what appears to be a Trust made up of 
disparate groups is further echoed by the comment: ‘ The course is clear in theory, the dotted line 
is the destination, the Trust have got a very clear purpose - improving health care for local people 
etc. - and we are fairly clear about how we get there - there are lots of tidal flows and sandbanks - 
but it’s fairly clear. There’s a light wind behind us, in terms of Government policy and so on. 
Then there’s all the forces against us which is this enormous tidal flow coming out of the harbour 
... there’s an enormous range of things which drive against the given purpose... and they include 
some very narrow sectional interests like individual professions paddling their own agenda’. His 
acceptance of the reality of the situation is reiterated in the comment: ‘There’s no point in the 
Trust Board arriving at the destination on its own... (but) if you went out and sort of spent some 
time in each of the dinghies with a different crew a proportion of them would actually tell you 
that’s how they feel! ’ He doesn’t feel that they can ever reach the destination because ‘there are 
too many competing constraints and objectives but there is a commonality of why we’re here and 
it is to get things better for patients ... I’m fairly clear that the flotilla will move there, the issue 
is how much it’s by design, how much by accident ... 1 don’t think the mooring point will 
change, ‘cos 1 think there’s a national consensus that health is a priority b u t... you’re back to 
where the sandbanks are and the tidal flows, that’s what will change rather than broadly the 
destination’.
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He regards the role of the Trust Board is ‘to do an expert diagnosis of the external forces and 
then translating that into a navigation plan, looking round the crew and identifying where you’ve 
got the skills that can gel together in the most effective way to meet the prevailing conditions ... 
unless you’re in gale force conditions or full tidal flow there’s a lot you can actually do with skill 
... a really good sailor can often get to the destination despite all the countervailing conditions 
so it isn’t for me a completely hopeless model although some people in the other dinghies would 
say it is because the external forces are so strong: “why are we bothering - we can only go where 
the wind takes us’”
The notion of internal control versus external controlling forces is taken up: ‘The sandbanks tend 
to be things that are outside our control ... The rival destinations around the harbour just 
complement that really in that on an individual basis there’s opting out, early retirement, second 
careers or whatever ... people being loyal to medicine or the Royal Colleges ... trying to steer a 
Trust against those opposing forces ... is almost impossible’. He considers that the Trust Boat 
is not on a sandbank: ‘1 toyed with making the Trust Boat the Rescue Boat but tha t... actually 
gives too much power to the Trust Board... the Rescue Boat can actually go and tow people off 
sandbanks, it can go back out to sea and drag people back whereas a dinghy is actually fairly 
powerless against a rescue boat and... so the rescue boat is almost like a sheepdog and that isn’t 
the reality, the reality is the Trust Board is a dinghy and it’s still got to use the wind - it’ll be 
going round and round, signalling and... it’ll be in the middle of all this trying to do a sheepdog 
function but a sheepdog with two lame legs.
The main themes and meanings we can identify from this drawing is an acceptance of the 
complexities of organisational life and the perception of the role of the chief executive in 
attempting to bring a variety of disparate groups with varying agendas together; in fact his 
acceptance can almost be considered to be bordering on a form of almost positive resignation of 
the situation.
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DRAWING 4 Operations Manager
This is another fairly complex drawing depicting stick figures in two colours with the central 
figures drawn inside a series of loops. Also pictured is a patient in bed, drawn inside a heart and 
a set of scales. Additionally there are arrows drawn as flying in both directions.
The metaphorical image represented in this drawing can be divided into three sections: the 
respondent is in the centre, the right hand side represents negative external forces and the left 
hand side is representative of positive forces, both external and internal: ‘a bit like a tug of war 
but in a different way’; interestingly, as will be noted in the text below, she feels that both are 
attempting to change the culture in different ways.
The Trust values are drawn at the top and are coloured in green (the Trust corporate colour): T 
suppose that’s synonymous with the fact that unconsciously I suppose the Trust colours are green 
(and they) should actually dictate to us a certain culture ... sound values and we do try and get 
the Trust on board ‘ . This personal identification with Trust values is further reflected in the fact 
that she has also drawn the management team (of which she is a part) in green. The depiction 
of a patient within a symbolic heart is also evidence of this: ‘that’s what I think is the heart of the 
business ‘; interestingly, and, perhaps, realistically, she also adds: ‘ it’s quite small in relation to 
the rest because sometimes the view of the patient has to be forcibly dragged back into sight’. 
Although her identification with the Trust is clear it is interesting that she doesn’t perceive her 
staff to have the same feeling of identity: ‘perhaps I should have drawn a few green nurses but 
they don’t relate to the Trust values’ - this point is taken up below..
Both the respondent and her team have been drawn the centre: ‘caught up in this squirly bit 
which is like a whirlwind and we tend to be revolving around.. You’re caught in this whirlwind 
... always going round and round and not getting anywhere... you have days when everything’s 
very clear and other days when you’re more like being in a fog and constantly whizzing ‘round 
and not having the time to stop and think and make a clear decision’. Although as mentioned 
above, the patient has been drawn inside the heart, they are also with the management team in 
the centre of the whirlwind: ‘the patient might not know they’re in there but... because we’re all 
in this whirlwind... to a certain extent the patient does get caught up in what’s happening’. This 
sense of lack of control is also echoed by the drawing of the scales at the bottom of the picture 
representing ‘us trying to have a balancing act between demands of the people: the doctors, staff 
and patients - against these groups on the right hand side: confines of contract, shortage of cash 
and all the rest so that the patient actually gets a fair deal’. The scales are drawn deliberately 
balanced to the right hand side: ‘the contracts and all the rest of it which is heavier, is weighing 
more heavily on us than the other side, it’s the side that causes us more anxiety and takes the 
whole thing out of balance ... sometimes it swings to the other side or you feel that you’ve had 
a few weeks where the culture is balanced but I think most of the time it’s heavily towards that 
right hand side...’
The right hand side of the picture represents external forces, the Health Authority Contract, the 
local media etc. over which the respondent clearly feels that she does not have control. The 
arrows emanating from them are representative of communication flows: ‘with the barbs on 
them ... it feels a bit more like daggers ... our arrows to them are smooth.. so it’s this back and
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forth feeling.. we’re not as antagonistic towards them... we appear to be trying very hard to have 
a smooth transition between the two of us and doing what we can to make life smoother ... but 
I do think that most dialogues that I have with people in the other Trust... is that their demands 
are always more important than ours’.
Also on the right hand side of the drawing is the main Trust which has been depicted as a whip 
because T feel sometimes that we’re actually whipped with... particularly Portsmouth Hospital’s 
issues ... about they haven’t got any beds and why haven’t we got any beds’
The drawing of the newspaper depicts the media in general: T think we are very influenced, 
pressurised sometimes, by what the papers say about us, particularly with the mixed sex wards 
just lately... they have a great influence on what’s happening because they print it and the public 
read it and believe it and quite often that is their only source of information and that’s why those 
arrows are particularly barbed... if we do give anything out it gets distorted by the paper. I just 
feel recently that the News has been trying to change the culture particularly through the mixed 
sex environment because the Pensioners Association have got the Evening News on their side 
and they been pushing and supporting the mixed sex view and whatever we’ve said has just been 
an utter waste of time ... I don’t feel that they represent our views particularly well - they’re for 
the people, the story, I suppose’.
The left hand side of the picture has ‘other people that are trying to change the culture or are part 
of the culture’. The first small drawing represents GPs ‘and I feel that the dialogue and pushing 
us in one direction is slightly better ... a bit smoother ... there is some conflict but it’s not the 
same as with the other areas’
The second small drawing on the left hand side represents ‘the public at large who do try and 
influence ... most of the people are fair with us but some of the demands they make ... people 
aren’t satisfied and so they write a complaint but by and large it is a fairly friendly relationship’
The third small drawing ‘is supposed to represent our staff... I nearly put barbed bits on those 
arrows because I sometimes think that they feel that the things that we want them to do are 
unreasonable and they’re not listening to what we’re asking of them and if they did they would 
probably see that it wasn’t unreasonable... the broken arrow is us communicating with them but 
not actually getting through to them’. Echoing the point above where she makes the comment 
that nurses do not identify with the Trust in general, she comments: ‘The nurses all relate much 
more to their ward than to the Division as a whole... they see themselves as little islands at times 
... they can’t work as an island ... they have to realise that it’s a big world ... wards have built a 
culture within them... there is a sort of serenity about a ward and safety’.
Although to some extent there is a sense that the respondent takes a holistic view of the 
organisation, a much stronger theme coming through in this drawing is a sense of lack of 
personal control and helplessness, both in day to day operational matters and over outside events.
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DRAWING 5 Senior Nurse Manager
A very complex picture with writing as well as drawing which covering the whole page; there 
are also several smaller pictures within the overall picture: pyramids, a skeleton and a brick wall.
To the respondent, the metaphorical image of the whole picture ‘represents my frustration ‘cos 
once you start to realise that it can be better then you’ve got to come up with a way to get there 
and then you’re into the frustration cycle of not being able to change i t ... it fmstrates the hell out 
of me when they can’t see the wider issues and aren’t prepared to take an hour to think through 
the problems and the implications’
This sense of personal frustration at not being able to change attitudes is further echoed when the 
respondent begins to describe the composition of his drawing: the picture is ‘broadly divided into 
halves, the future, the positive and me on the right side and the past, the present and all the 
negative rhubarb on the left ... the troops ... as far as they’re concerned they’ve got this huge 
black cloud hanging over them all the time and they’re in a tug of war with me and about two or 
three enlightened “good eggs” so we’re trying to drag them forward into the future’. The weight 
represents ‘the level of resistance ... the fi*ustration that we can’t move them ... that weight is 
firmly anchored in the past. Although there are no doctors in the picture ‘they would have been 
added to the weighted side ‘cos they tend to be a negating factor in future developments’.
Coupled with fhistration there is also a sense of personal hopelessness in that the respondent does 
not think that he will win the tug of war ’cos the odds are so stacked ... so ingrained in the past 
that I don’t think they’ll ever be dragged forwards... the tug of war... it’s aggression, isn’t it? ... 
and both teams are equally aggressive in their stance as to which way the rope’s going to go’.
There are two quasi-Maslow pyramids which represent two opposing perceptions: that of the 
respondent (what it should be with patients first) and the nurses (what it is with nurses first): ‘the 
patients get in the way ... (the nurses) are being done out of their conversations, their coffee 
breaks’. This theme of opposition is also represented by the tick sign and the question mark: 
‘yeah, got it right but they don’t want to get it right... if it’s good then “we did it and we want 
the cup of praise” but if it’s not good then it’s “management’s fault’” . Additionally on the right 
hand side of the picture the matchstick figures are larger ‘because we’ve grown either into or 
with the role ... so we are bigger than them’.
The respondent has drawn himself as the skeleton, commenting ‘I feel like the carcass that the 
lions had brought down, taken off the decent steaks and then buggered off to find another decent 
steak on some other poor sod and then the vultures have come along and picked off a bit more 
and then eventually the ants come along ... and I had the ants poking me saying “you bastard, 
there’s nothing left for us! ... and that’s what it feels like’
Here we see the reverse of the previous drawing in that this respondent clearly takes an holistic 
view of the organisation, visualising it over time and it is his perceived failure to be able to take 
the department forward that results in the themes of aggression, negativity, personal hopelessness 
and frustration.
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DRAWING 6 Senior Nurse Manager
This depiction is slightly different to the foregoing in that there is more writing than drawing; 
the literal image is of scales balanced on a pyramid with arrows drawn in all directions.
The main metaphorical image represented here is one of balance: the Trust is at the top of the 
picture ‘filtering the values down to the department... and then I saw it like a pair of weighing 
scales. You’ve got outside forces, a lot of positive and negative, on the department and the Trust 
as a whole and that fluctuates and influences the balance. On the one side you’ve got the 
management and what you’re trying to do for the Trust: effectiveness, quality and keeping within 
budget... people have got to perform, you’ve got to perform and get patients in and o u t... and 
the conflicts, the internal conflicts that are going on within everywhere. On the other side you’ve 
got the patients and relatives and staff, their expectations and what the service can offer them’.
Coupled with this idea of balance is also the pressure that accompanies it: there is ‘pressure to 
improve what you’re doing, how you manage your staff and identifying poor performers, high 
performers and what you can offer them across the board’.
Accompanying this is also a sense of loss of control, of hopelessness in that although the 
respondent has drawn both staff and patients on the same pan of the scales, she also comments: 
‘they’re not because each individual ward area sees their own ward as the main part of the 
picture, so you’ve got all that seventeen times over... I think sometimes what gets lost here is ... 
“what’s it all about?”... I’m trying to look after the whole picture and all they’re trying to do is 
to cause extra to my day’s work... I’m trying to balance all the time... I don’t think it comes into 
balance very often and that’s why you get this conflict... it’s all about balancing ... I mean, one 
of the major problems is managing people, isn’t it? It’s how you actually decide what matters. 
I think no matter how open you try to be, the other side of the scale feels there’s a hidden agenda 
and I just think that if you do become so open, then you’re not trusted’.
Also represented is the notion of conflict: ‘There are internal conflicts: patients, relatives, staff, 
inter-staff, inter-ward: you’ve got positive and negative attitudes: people that are with what the 
Trust is trying to do and other ones that think they’re just causing concern’. The respondent 
comments of the pans on the scale: ‘It isn’t actually a flat pan but it’s actually like a wok shape 
and there are some people right in the bottom who just don’t care and don’t want to see over the 
top.’
Thus we see three interrelated themes in this depiction: the idea of having to balance resources 
against internal and external forces, the conflict which results from this and a sense of loss of 
control and negativity.
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DRAWING 7 Health Care Support Worker
This drawing is one of the less complex; the literal image is an inverted pyramid with coloured 
arrows pointing upward. The respondent is highlighted at the bottom with one other stick figure 
who appears to be aiming a kick at the respondent’s shins..
The metaphorical image here is somewhat contradictory; the fact that the respondent appears to 
be holding up the organisation is borne out by her comments that she feels that she is supporting 
the ‘top bods ... if you didn’t do your job they wouldn’t be able to do their job ... you are here to 
support... ‘cos you get days when you’re at the bottom and you think “Oh my God, do I have to 
wash another bottom” ... but there are other days ... when you feel, “Well, I’ve really done 
something good today’” and this is also indicated by her ‘big red smile ... keep happy and 
smiling’. However as well as considering herself to be supportive of the hierarchy in general, 
there is also an understanding of the nature of the hierarchy: ‘if somebody gets kicked above then 
it comes down and down’.
Interestingly, and indicative of the contradictory nature of the drawing, the person who is kicking 
her is not located within the hierarchy itself but ‘it’s supposed to be, like, the patients ... you try 
and do things for them and a lot of the time you get shoved away and I just did it like a kicking 
thing’.
The themes and meanings that we can identify from this drawing are quite interesting in that 
although the respondent is placed at the lowest level of the hierarchy she indicates rather more 
understanding of the organisation than some of her more senior managers. There is a general 
feeling of positive support of the organisation and her sense of conflict occurs with patients rather 
than her Ward Manager.
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DRAWING 8 STAFF NURSE; TREVOR HOWELL DAY HOSPITAL
The literal image is one of an incomplete jigsaw where the pieces do not totally fit together; the 
Day Hospital is clearly highlighted as one specific jigsaw piece and it sits within a vaguely drawn 
overall frame.
The depiction of an incomplete jigsaw is metaphorically representative of a sense of self­
containment and encapsulisation, the tentative outline of the jigsaw with the emphasis on her 
own ward would indicate that she is only vaguely aware of the organisation as a whole. Each 
ward is self-contained: ‘there’s a different atmosphere on each one ... depending on who runs it 
and how they run it and whether they run it or they’re just there’ and Trevor Howell Day Hospital 
is depicted as a comer piece ‘ ’cos it goes in first’ and the shading around the outside of the piece 
is representative of Air - ‘nice and soft and cosy and accommodating’. The encapsulisation of 
the Day Hospital represents ‘a team culture ... I don’t think of myself as an individual’. Equally 
the consultants ‘sit nicely into Trevor Howell ... I don’t really think abut them in other 
departments ... when it comes to communication between two different... there’s a crack in the 
jigsaw’.
Additionally there is also a sense of realisation of working within a bureaucratic hierarchy: the 
respondent remarks that the organisation is ‘like a jigsaw puzzle where you can see what the 
overall picture is but the pieces don’t quite fit together ... the pieces are the different 
departments’. The pieces don’t fit together ‘because nobody has the same ideas exactly how to 
do things or how things are run o r ... don’t have the same standards of care . .o r ... don’t worry 
about the same things ... it’s not a nice smooth jo in ... there’s a bit of fiiction’. The Trust itself 
is represented by the frame around the jigsaw, ‘kind of encompassing it a ll ... like those jigsaw 
holders that are magnetic and stop the pieces falling off... jelling it all together but not quite ... 
as it should be’. She acknowledges that it would be better if the pieces were to all fit together 
but ‘I don’t think it’s ever possible in a large organisation ... you could probably improve it to 
an extent but realistically ....
The themes and meanings that emerge fi*om this drawing are essentially of self-containment and 
encapsulisation together with a realisation, or almost a sense of resignation, of the difficulties of 
working within a large hierarchical bureaucracy.
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DRAWING 9 NIGHT STAFF NURSE
This very simple drawing with a literal image of blocks neatly and symmetrically laid actually 
reveals some rich data with interrelated meanings.
There is a dichotomy between a sense of fitting in, uniformity and the idea of impenetrability; 
the organisation is Tike a wall where there’s lots and lots of little pieces that make the big 
organisation ... (the) bricks on the bottom ... like people on the ward ... there’s management 
who’re the bricks at the top. Everyone’s got their own function ... each brick supports another 
brick... it’s a ll... nurses and doctors and you can’t have one without the other... (although) you 
often feel you’re hitting your head against a brick wall’
Additionally the respondent indicates a feeling of indispensability in that the bricks are bigger 
in the top layer: The top layer probably think they’re more important but they’re not really ‘cos 
everyone is an important as everyone else ... especially at the bottom ‘cos we’re the foundations 
... if you have ... one brick missing, it’s not good’
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DRAWING 10 STAFF NURSE: PALLIATIVE CARE
This fairly simple drawing is of a uniform wheel with spokes and a central hub. The metaphorical 
image, however, is dichotomous: the respondent feels that the wheel is The whole Trust’ and the 
respondent is ‘not an unhappy little cog’ in the centre; ‘it doesn’t worry me being a little cog in 
a big wheel... as it would if I were a big cog in a little wheel... I’m here and everyone is around 
me’ and the patients are ‘all in the middle here ... they’re with us here’.
Additionally the wheel also represents the Care Home which is geographically removed from the 
main site: ‘sometimes when you don’t see many people or what have you ... you still feel very 
much part of the unit... bu t... I think because geographically we’re not on a hospital site’
The themes and meanings which we can isolate from this relatively outwardly uncomplicated 
drawing are, in themselves, actually fairly complicated in that there is an integration of the Trust 
and the Care Home although there is also a sense of isolation in that it is geographically distant 
from both the Division and the Trust. There is also a strong sense of acceptance of being a small 
part of a bigger whole, of fitting in.
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DRAWING II WARD MANAGER; ACUTE CARE WARD
In this drawing we have a series of coloured ship’s wheels of different sizes which are touching 
but not overlapping; interestingly there is no obvious indication of where the respondent in the 
drawing.
A duality of meaning is represented by the cogs in that both the organisation and the respondent 
are drawn as being integrated: T’m the different wheels sometimes and if you put all the cogs and 
wheels in as the organisation then, depending what you’re doing and where you are, you can be 
a different one.. because I’m a Sister people think... “a big cog” but when you look at the whole 
organisation and the Trust and things I could be only a little baby cog... sometimes I’m a big cog 
‘cos I’m important in making all of them work for the smooth running of it and sometimes there 
are bigger cogs than me. I’ve always thought that I am part of a big thing anyway... it isn’t just 
me and my ward... I try to think of the Unit and the Trust... I can see that it’s not just my ward 
that matters, or me that matters, it’s the whole thing that matters otherwise it doesn’t work’. The 
respondent used colour ‘to try and make it show that the colours mean different functions’.
There is also a sense of flexible democracy in that the respondent comments: ‘all the cogs are 
important to keep it all runmng... people change around depending on the time and what they’re 
doing ... rather than saying that a domestic is lowly ... so they’re a little cog ... sometimes they 
have to be a big one because if they don’t clean a cubicle that’s been infected you can’t admit to 
that and it will stop the organisation working’
As in the previous drawing we can isolate a theme or meaning of a sense of integration, of the 
ward and the organisation being perceived as one. Additionally this integration is also 
represented in an understanding of the varying importance of the people within both the 
organisation and the ward which can vary over time.
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DRAWING 12 WARD CLERK
In this drawing the respondent has placed herself centrally between office and medical staff. 
Also depicted is a over-sized telephone, an eye and two, two-way arrows of varying thickness.
The business of the drawing metaphorically represents how the respondent perceives her role: 
Thaf s me, divided into various sections: patients, nurses, doctors, consultants, that we all have 
to answer to’. The oversize telephone indicates ‘the main part of the job, the telephone never 
stops ringing... and yet we’ve still got to answer to people in the office.’ The eye represents the 
respondent herself: ‘the eye has got to be everywhere to make sure it’s running'
This perception of an over-loaded role is taken further as the respondent describes the tension 
between working on a ward but reporting to the administration office: the thick arrow indicating 
how her role is divided: ‘I’m split between... medical and office... I see that our role should be 
Ward ... we should answer possibly more to the Ward Manager as opposed to having this two- 
way split of having to answer to so many people ... as opposed to having to be in the regime of 
the office who don’t really know the needs of the ward’. She explores this idea of a split further 
by talking about a feeling of ‘being tom in two’ and cites the example of only being able to work 
in office core time even ‘though the Ward wants something else’ but ‘because we have to answer 
up here’ (i.e. the office), ‘which to me is a very small portion of our work, we’re not allowed to 
do that’.
Also indicated is a lack of self-esteem, of self-importance; although she perceives her role to be 
central to the effective functioning of the ward - ‘I’ve got to see everything’, and she has placed 
herself in the centre of the picture, the positioning is at the bottom of the page. She describes this 
thus: ‘I think nursing staff still see us way down... I think we come very low on the ladder... on 
their list of priorities as to how they feel the ward’s run’. She also describes the feeling of being 
under-valued: ‘you think twice about your value and about what people think of you and what 
your jobsworth is ... and basically don’t take the bullshit when people praise you ‘cos they want 
something out of you’. However, there is also a realism in her perception: ‘I’m always smiling’ 
and comments that all the others in the drawing are also smiling because ‘they would, wouldn’t 
they... ‘cos they delegate!’
The clear themes and meaning which emerge from this drawing are ones of role tension and a 
sense of lack of self-worth and being undervalued. However, underlying these is a further theme 
of role confusion; there is a paradox that the respondent wants to identify and be identified with 
the ward but she perceives that she is not considered by the ward to be so, however she does not 
identify herself with the administrative office.
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DRAWING 13 SENIOR STAFF NURSE
The immediate response to the literal image represented in this drawing are the clearly marked 
‘patient’ and respondent in a circle enclosed by faces with gaping mouths, labelled with the roles 
of various medical, clinical and support staff. Additionally there are other faces in the comers 
of the drawing: particularly apparent is one drawn in a distressed state and labelled ‘patients 
immediate family’. The respondent herself has a facial expression which could be interpreted 
as either a wry smile or a grimace.
The metaphorical image represented here is interesting and is almost a stereotypical portrait of 
how non-nursing staff would perceive the role of a nurse. The nurse and her patient are are in 
a womb-like environment surrounded by support functions: ‘The middle bit is a womb: ‘with the 
umbilical cord... this lifeline.. we are the lifeline when they come in really and we can make the 
difference between life and death... here’s me ... I am the giver of the care and that’s why I am 
inside with them and I am told by all these people around the outside what to do for that patient 
to maintain life ... which is why I am inside with them ... that’s the way I see myself: I can 
transform information from all those people into something that... may save a patient’s life.’
The respondent perceives her role as one of a conduit, or channel, through which others help her 
patient, ‘because I have to plan discharges and all that sort of stuff... and involve social workers, 
the district nurse and the GP ... although because I work in a hospital environment these people 
are still all directly involved with the patient, that’s why they’re next to the womb... they’re the 
people I have contact with but aren’t necessarily directly involved at the time but I would need 
to contact them or have dealing with them’. This also includes the patient’s relatives: ‘they’re 
very anxious for their relative who, ninety per cent of the time is oblivious to what is going on 
... that’s why they are a big face ‘cos they are in order of importance ...and their mouths are all 
open ‘cos they all want something... they all want to give and receive information’. However, 
also implicit in her perception of her role as a channel, is also her role as protector of her patient; 
her mouth is not shut but ‘wiggly so it does allow a little bit information through - a sick smile - 
where shall I go next, what shall I say, what shall I do?’
Here we can clearly see the traditional role of nurse as carer and protector with almost an implicit 
sense of the power the respondent has in terms of how much information she decides to disclose. 
Additionally there is also an underlying sense of holding on to that traditional role against the 
background of change within the Division discussed earlier.
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DRAWING 14 SENIOR STAFF NURSE
In this pencil drawing the literal image is of a snail-like spiral surrounded by stick figures who 
appear to be lying in what could be interpreted as either boats or coffins. There is also a stick 
figure towards the centre of the spiral.
The respondent perceives herself in the centre of the spiral which, at interview is revealed to be 
a whirlpool: Tf s a whirlpool... that’s me in the middle... I’m static in the centre... I could come 
up, I could go down - it’s my choice’. There are no other nurses in the whirlpool: Tt’s just me - 
it’s where I feel I am ... I’ve got to work to keep in the place I’m at - 1 could start to go down on 
a downward spiral... keeping my head above water’.
Interestingly although the respondent professes to be in control of events concerning herself, this 
is not really the case as she reveals that she is being moved from Acute to Continuing Care: 
‘somebody’s coming up here to give here more experience and it was felt by the “Powers that 
Be” that she needs some Acute experience, so I’ve been sent down there instead... and I haven’t 
been given a time to come back, so I’m not very happy at the moment... I’ve done six weeks 
down there and I chose to come back, so why am I being sent back down there? I’m, going to 
look for a job with another division’.
Additionally although she feels that the ‘powers that be’ appear to ‘know what is best’ for her 
by moving her to another ward further discussion reveals that management are in the boats 
outside the whirlpool ‘going round... not all in the same direction... ‘cos they don’t always work 
like that... and that one’s got his back to us ... and some are going that way and some are going 
this way...’
The clear theme emerging firom this drawing is one of a perceived lack of control over events 
such that the respondent is taking the only control that she feels she is able by moving to another 
division. Although we do not know if there are any other reasons for her apparent banishment 
to what she considers to be the Siberia of Continuing Care she clearly feels that everyone is 
against her and the fact that she has placed herself centrally in the whirlpool reveals a 
considerable amount about how she sees herself as an oppressed individual.
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DRAWING 15 JUNIOR OCCUPATIONAL THERAPIST
This drawing done by someone who was relatively new to the organisation is of a tree surrounded 
by £ signs and with various levels of staff ranged in the tree from top to bottom.
The metaphorical image is two-fold. Firstly it can be considered to be a tree hierarchy with the 
patients on the ground under the tree and the managers at the top scanning the environment. 
‘You can hardly see the patients... they’re deliberately little... they get forgotten. Further up into 
the nice bit of the tree you’ve got your doctors and your clinical managers and your middle 
management kind of people.’ The occupational therapists are at the bottom of the tree ‘doing a 
manic dance .... yeah, we’re worshipping the tree! I don’t mind being at the bottom at the 
moment ‘cos I haven’t been qualified for long so I know there’s a long way for me to climb but 
maybe in ten years time if I was still there’. ‘Up at the top you’ve got your Trust Managers who 
are looking down on all of u s ... because they can see more than us but they don’t always tell us - 
the more advantageous position on the tree, I would say, at the top’ - but - ‘they’re stuck up the 
top of that tree - there’s no escape! I should have drawn some clouds... they wouldn’t be black 
clouds but there wouldn’t be any rainbows either... there are no birds singing in my tree’.
The respondent makes two comments which although apparently contradictory actually reveal 
her feelings of insecurity. Firstly she remarks, ‘I think the system at the moment is pretty static, 
which is why there’s no escape route to my picture... not even a rope ladder ’. However she then 
comments that the tree is organic - still growing: ‘it’s the idea that the shape could change of you 
could cut some branches off i t ... when you wanted to ... that word “privatisation” ... they could 
chop the OT branch off.
There is also a sense of powerless and of being ineffective as a result of hierarchical bureaucracy: 
‘I feel I’m running around not getting anywhere... the whole morning I saw two patients and the 
rest of the time I was doing paperwork’. Of all the £ signs she comments: ‘Yeah ... that was 
drummed into me at induction... there’s little ones down by the doctors and much bigger ones 
at the top of the tree ... I’m very aware of financial restrictions bu t... I feel... when I think of 
clinical decisions I don’t have money really in my mind... as much as the clinical managers and 
the Trust managers do ... not on a day to day basis’.
Thus the main themes arising firom this picture are one of insecurity and helplessness in the face 
of a hierarchy which does not seem to appreciate her problems.
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DRAWING 16 POOL NIGHT STAFF NURSE
This is one of the most complex drawings provided, representing a very detailed section through 
a tall hospital building with several floors; as in the previous picture there are £ signs drawn 
around the outside of the building. A closer inspection reveals that the upper floors are occupied 
by managers with doctors, nurses and patients at the bottom of the building.
When asked to describe her drawing the respondent expressed not a little anger and a lack of self 
worth: Tt’s a building with lots of floors ... I was going to do a pyramid... and I wanted to put 
the nurses and the patients at the top but then I realised that it wasn’t realistic, it wasn’t how I see 
it ... it was the other way ‘round - and I couldn’t draw an upside down pyramid ... I did a 
skyscraper instead. Another idea I had was a supermarket with patients as commodities on little 
shelves. ’ ‘I don’t know who the management are here... I know that we’ve got names for people 
but... just levels of managers, managers, more managers and admin. And more admin.... you can 
park your car at weekends, you can’t bloody move in the week - that just shows how many there 
are. Job titles are all that matter up there, even if I don’t know what they’re doing - they’ve got 
jobs for jobs, now, haven’t they?. The “M” at each floor level stands for ‘Management 1, 
Management 2,3,4,5 .. It goes on and on’; at the top ‘there’s probably even more managers for 
the management’
Her lack of a sense of self-worth is reflected in the comment: ‘and there’s me in the basement!... 
all the doctors, nurses and patients in the basement. (We’re) ‘little paper people that they’ve cut 
out... they see us as all the same ... little clones’
Additionally there is also a wider concern expressed when the respondent refers to the £ signs: 
‘You’ve got pounds going out of the window at this admin. Level... and wafting back in at the 
top floor to pay for management... somebody’s having it but I don’t know who... I mean, where 
does the money go? There are huge amounts of money coming into this place, charitable money 
as well... why should we have to rely on relatives’ charity to fund the wards when they spend 
millions putting an MFI pretend kitchen in the middle of each ward (a reference to refurbished 
nurses station) that nobody asked us about?’ ‘We’ve got empty beds ‘cos they’re not funded... 
those are empty beds in the basement’.
When referring to recent changes within the organisation the respondent again expresses anger 
that, to her, no-one seems to care and she does not feel in control: ‘They’ve got a lot of paper, 
it all sounds very good and it all looks very good but nobody bloody does anything! They’ve got 
mountains of care plans but you’ve still got patients with bedsores ... we’re losing track ... not 
the nurses but all the people coming in and going up the ladder... they’re not even nurses, they’re 
Tescos managers ... patients aren’t commodities ... they’re trying to turn it into a profit making 
factory with patients coming out of the other end’.
Interestingly this contrasts with her comment, ‘I’m here to earn money at the moment and that’s 
the only reason ... if I could get the same money somewhere else with more sociable hours I 
would ... I didn’t used to be like that but now I am ... most people don’t do it ‘cos they love it, 
they do it ‘cos they have to’. As can be seen from the foregoing text she clearly does care about 
the job that she does but this comment can be construed as indicative of the only coping 
mechanism that she can employ.
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Here, then, the themes and meanings that are being developed are ones of a sense of being 
excluded from the hierarchy, of not being consulted and a loss of self-worth. Additionally there 
is also a wider concern in terms of how she considers that money is wasted; she may have a 
legitimate concern but it could also be symptomatic of how communication of supposedly shared 
values is disseminated throughout the organisation.
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DRAWING 17 POOL NIGHT STAFF NURSE
This coloured picture is of a quasi-medieval person with split drawn down the middle. The left 
hand side is clinically related (with a syringe, a drip stand and an x-ray) while the right hand side 
addresses management with several £ signs; the drawing is evocative of a knight in armour with 
sword and shield, coming to the rescue of her patients.
The metaphor represented here is one of role tension and role overload: Tt’s a windmill... it’s 
one person split in two with three pairs of hands ... there’s half of me trying to deal with the 
patients and everything else... and the other side is ... management and money and trying to sort 
of battle away with that as well... you’re trying to do your best for your patients but it’s all “cut, 
cut, cut’” . The respondent talks of a feeling of being split in two: There’s often screaming for 
beds, there aren’t enough beds, people ringing up saying ... “you’ve got a patient that’s died, 
aren’t they out of that bed yet?” ..It’s down to money... and, this is nursing in general, it’s not 
just me ... you get a situation where you have a cardiac arrest, you’ve got a patient that’s got an 
output and really needs ventilating and the answer is “sorry we haven’t got a bed, oh dear!”, and 
the patient dies... that’s what it comes down to in the end... there just doesn’t seem to be enough 
of anything - there’s not enough staff, there’s not enough beds ...the doctors sometimes are 
rushed off their feet... it just doesn’t seem to be enough’
Additionally, although the respondent perceives herself as a knight in armour protecting her 
patients against The system’, there is also a sense of confusion over this role expressed in her 
comment: Tt’s not an unhappy job but with the Government’s white paper the patients are so 
eager to complain,, it’s getting like the States: “I know my rights, I know this and I know that” 
... you know, you try to do your best and care and all you get is a load of flack... ‘cos if you don’t 
get it from the patients you get it fi*om the relatives’
The central theme or meaning emerging fi*om this drawing is one of tension and conftision, not 
only between clinical and administrative functions (as has been expressed frequently in the 
previous drawings) but also between the respondent and the very people she sees herself as 
protecting.
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DRAWING 18 HEALTH CARE SUPPORT WORKER
This drawing takes the form of a chronological strip cartoon with stick figures and ‘bubbles’ of 
text; a narrative depiction which appears to tell a story.
The subsequent interview with the respondent indicates that the story chronicles the changes in 
the status of the Health Care Support Worker: ‘It’s more like a comic strip ... ‘this is the 
beginning back in about 1989 ... when they took everybody on, when you had your Auxiliaries, 
your Health Care Assistants - they were happy, very happy and the nurses were happy and they 
were very helpful and thought it was going to be wonderful... they’ve still got their hats.. Then 
in this next year, still great expectations and very happy... not happy ‘cos loss of status for the 
Auxiliary but the nurses still happy - big smiles ... then the next year, nurses not happy, three 
years’ training and Health Care Assistants taking their jobs away... they’re (i.e. the Health Care 
Assistants^ are still happy although reduced expectations 'with NVQ selection only and the 
Auxiliary is saying “We need to up status” - so she was still miserable, they (i.e. the nurses) were 
miserable but we were still fairly happy.’
‘In 1992... it gradually went downhill... it got to 1992 and everybody was miserable! Everyone 
was fighting everybody... and it was terrible ... no further expectations by us, loss of status for 
all, more rules, more paperwork and everyone was miserable ...’
‘This is management override, on a horse, on the top of us ... override everything ... we did get 
more input on all sorts of courses ..Soin that way it’s improved for the care of the patient but 
in doing so, it’s done something to the staff... you know, you can be in trouble for silly little 
things now that you’re fiightened to do anything... you’ve got to be top performance all the time 
... there’s no allowance for you having a bad day .... Here I’ve put “status unrecognisable” and 
“status unrecognised” because nobody recognises status anymore ... patients don’t know, 
relatives don’t know...’
‘This final part is written with all the things I now think: loss of status, loss of self-esteem, annual 
assessments and then I think this is what the outcome is now - loss of sense of loyalty, instability 
- you think that if no-one cares about us, shy should we care ...It’s like a complete lethargy - 
everyone thinks “Oh God, I’ve got to go to work now” whereas I used to come in here and I felt 
I was the bee’s knees - 1 loved it, absolutely loved i t ... but slowly it’s all gone and now I couldn’t 
care less if I was here or not’.
‘I tried to get my qualifications and they kept moving the goal posts - 1 finally got my five GCSEs 
and now I’ve had to give up ‘cos I’m over the age limit’.
The fact that the respondent has chosen to use a ‘comic strip’ approach to her drawing could be 
considered to be indicative of her need to replay the story to describe the sense of mourning and 
sense of loss, in terms of both status and recognition. In addition other themes that strongly 
emerge are ones of powerlessness, insecurity and a sense of fear of the future.
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DRAWING 19 WARD MANAGER; PALLIATIVE CARE
This coloured drawing, originally on A3 size paper, is almost a work of art; and depicts a very 
large eye which against a background of a sunset. Additionally there is a person who bears a 
remarkable resemblance to the respondent clinging on to a sycamore leaf. The foreground of the 
drawing is reminiscent of a turbulent sea with three high monolithic rocks appearing out of it.
The metaphorical image of the sunset has a double representation: firstly, one of transition: T’m 
coming to the end of my working life... Tm on the last stretch’. This is echoed in the drawing 
of the leaf: T’m hanging on to a sycamore leaf being blown around in the wind ... I thought of 
a sycamore ‘cos it’s a colonising tree - it’s the first tree to invade our territory - so I thought it 
was important to make the idea that you could also make changes and move on and there are 
things to be done, areas to be colonised ... I’m almost part of it. I’m so entwined with i t ...’
However the sunset is also representative of how powerless and insecure the respondent feels: 
‘The background’s ... twilight... twilight is partly wishful thinking on my part, the idea that... 
it’s going to get dark soon... in the darkness no-one can see you... you’ve got safety there’. This 
sense of anxiety is also expressed by the metaphor of the stormy seas which are representative 
of how he perceives the current environment: ‘in a sense that represents the idea of, you know, 
if you fail, if you go under you drown... you’ve always got to keep above the sea, the water... 
I’m very near to it on that picture ... that was another instinctive thing when I drew i t ... I drew 
myself very near to the water but I’m still being kept aloft by my sacred tree ... (but) I’m not so 
secure and I’m not so certain. You feel that people are just waiting for you to fail... and if you 
fall in that turmoil of the sea then your chances of surviving are not great... although I’m near 
the rocks that I know will give me security’.
This feeling of anxiety is also expressed by the metaphorical image of the eye in that ‘the eye is 
the Trust - it’s multi-faceted, it’s watching u s ... I instinctively made it a sort of a paranoid type 
eye - a staring eye... a dilated eye... dominating.... paranoid.... so that that to me is the idea that 
we’re being watched’
He considers the rocks to be his security against an uncertain environment because ‘the monoliths 
represent the things I’m really good a t ... the technical side of nursing, the ability to get on well 
with people, patient care ... my, sort of, solid rocks’
However insecure the respondent may feel, however, there is also a sense of realism, perhaps 
engendered by the fact that he is to retire fairly soon: ‘my perception of the culture I’m working 
in ... I have no illusions about i t ... I’ve seen it in action too often... not only against myself but 
against other people... and I’ve seen what it does to them... so I’m under no illusions and at the 
end of the day when you’ve got a mortgage and a cat and a bicycle to maintain you need the 
money and you’ve got to get on and do the best job you can under the circumstances ...’
Thus in this depiction the main theme which emerges is one of powerless and insecurity, coupled 
with a sub-theme of realism.
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DRAWING 20 OFFICE MANAGER
The literal image in this drawing is of a person slumped over a typewriter with arrows going to 
and from the person with explanatory text indicating role expectations and jobs.
Although the arrows at first appear to be indicative of tasks which the respondent performs, they 
also represent a sense of assault by forces over which she has no control: T thought of doing scales 
but this {i.e. the shape o f the arrows) is like a stress curve.... on the level of stress now, Fm there 
{indicates a ‘low ’ level) whereas four years ago I was right down the bottom... now it seems a lot 
more balance and we’re up the top, our optimum performance, my optimum performance . This 
arrow (is) the Quality Standards again... one time when we were so short staffed I was told that 
if the situation didn’t improve I could go, which really hurt because I thought of all the years I’d 
done... that has now improved and it’s not such an awful arrow at m e... but I do have to keep an 
eye on it’. Despite this sense of optimism, she describes the arrows emanating from her as ‘ the 
things I think I bring to the organisation and they are being hit by the things that come in at us, or 
me, all day’.
This tension is also indicated by the fact that ‘Another thing I thought of doing was a juggler ... 
trying to juggle everything... but I though I would be juggling so many balls that there would be 
some on the floor that I hadn’t quite managed to deal with’. She places herself centrally in the 
picture and comments: ‘That’s me collapsed over the typewriter, totally exhausted while trying 
to balance everything - the ‘phone’s ringing - it never stops - you find that when you go home at 
night you never want to answer the ‘phone ‘cos you’ve had enough all day. ‘The yucca plant’s 
died - they do in our office because we’re too busy to water them’. She also adds: ‘I find it quite 
difficult keeping the team happy and efficient, we had an awful period when I was on holiday - 
it always happens when I’m not here - it was, like, guns drawn at dawn ... just within the 
secretarial team... the two rooms - our side is the old St. Mary’s lot and the other side is the old 
QA lo t... (it was about) us having air conditioning put in’
However, in spite of everything she perceives about her job, there is also a sense of optimism and 
realism together with a supportive view of the organisation in that although the drawing could be 
interpreted as a fairly depressing depiction of organisational life, she comments that it is actually 
positive: ‘ I honestly think I could have thought of more good things but I’m not good at blowing 
my own trumpet... It’s like when you go on a course, you think this place is awful... and you meet 
other people from other organisations and you think “God, I’m lucky” because we are lucky: our 
management is wonderful, very understanding, they’re very supportive - what more can you ask 
from your managers?... I think the patients are lucky to have an Elderly Medicine Department like 
this with such caring people in i t ... we all have our bad days but more of the time the care they 
get here is very good ‘
The main themes or meanings emerging from this drawing are somewhat contradictory in that 
although there is clearly role tension, even role overload, the respondent actually indicates in both 
her comments and the centrality of her position in the picture, that she generally feels in control 
of the situation and, it could be argued, is actually thriving on the tension and overload.
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DRAWING 21 CONSULTANT
This is another originally large coloured drawing of a garden and house surrounded by a fence 
with people outside. The people inside the garden appear to be tending flowers and there is a 
central person who is smiling.
The respondent sets the scene for her drawing by describing: ‘This is me (indicating the figure in 
the centre o f the picture), this is like a garden centre, or nursery. This is the office bit (indicating 
the house) which is like Trust Central Office, so we have communication there and they give us 
the orders of what’s required and what we’re contracted to do’. There is also a sense of the 
respondent only having a vague notion of the role of Trust Headquarters in her comment: ‘The 
people in the house have got ‘briefcases or bits of paper... they do other things in there as well, 
they... sell other things as well, so that’s why it’s slightly separate but part of it’
She perceives her role has having two main purposes. Firstly there is the need to provide a degree 
of unity: ‘I see myself as a sort of co-ordinator in a way ... there’s lots of different groups of 
people, some planting the seeds, some watering and some cutting the flowers and they’re sort of 
how I see all the different, like, physios, nurses, lots of different people all working towards the 
same aim but doing different things and I have involvement with all of them ... the different 
coloured flowers are the different pathologies and different conditions. The flowers that we’re 
growing are being processed at the end ready to go out ... bunches on the table ready to be 
discharged home... that s often quite a difficult job, getting the discharge package right and I see 
that as a different job, displaying the flowers nicely to make sure that everybody standing outside 
the fence is quite happy to take them. The flower food with each pack is the discharge 
medication’.
The second purpose of her role is one of nurturing and protecting: ‘The fence around it is the same 
colour as me because I see myself as not just having a co-ordinating role but sometimes a 
protective role... outside there are all sorts of different people, some of them waiting to come in 
and some of them waiting to collect flowers. Some of them are very sad, some of them are very 
happy and some of them are quite angry ... I feel that one of my functions is to protect some of 
these other people from the anger... you go through phases where fence mending takes far more 
time and emotional energy and just growing the flowers is the easy bit. Some of these flowers 
haven t managed to grow any flowers so we do have some failures and I think the negative side 
of it is the thing that we need to protect ourselves ... you get a lot of unfair criticism... and anger 
because people are trying to deal with what’s happening to people they care about or to themselves 
... a lot more anger about than five years ago ... the fence might have been a tiny little hedge 
(then)’
In addition she also indicates a sense of realism when she comments; ‘I tried to concentrate on the 
positive aspects otherwise I wouldn’t have been smiling in the middle ... I might have been 
holding some weedkiller or a machete!’
In this positive depiction of organisational life we see an overall theme of unity emerging; the 
respondent perceives her role, depicted literally as one of centrality, as one of attempting to 
achieve a unity among her team through the twin objectives of co-ordination and nurturing and 
protecting.
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DRAWING 22 SENIOR HOUSE OFFICER
This drawing is a faintly surreal and slightly futuristic depiction of tall buildings which are casting 
long shadows; also portrayed is a small house in the centre of the picture which does not appear 
to be projecting any shadows itself.
At the time of drawing the picture, the respondent was on rotation, having previously changed 
specialism from surgery to general medicine. He had one final rotation to complete before 
applying for a promotion to Registrar and this is clearly uppermost in his mind. He clearly 
perceives the hierarchy of the organisation in the comment that the different shapes of the houses 
are ‘because they’re different people but not different personalities... I haven’t put any particular 
person to any one building. All the buildings surrounding m e... (are) consultants or other people 
within the hierarchy of things’. However the centrality of his position in the drawing is indicative 
of his view of the need to make an impression; he comments: ‘ the small house is my own little 
house, my own little world... the Division and the Ward’. Of the larger buildings: ‘these are the 
big boys .. and I’m staying out of the shadows ... stand out from the crowd’. This is further 
indicated in the comment: ‘it’s ... important to be associated with a big teaching hospital... at the 
end of the day there’s so many people competing to get the experience you get very minimal 
experience’.
There is also a strong sense of self-preservation and resilience expressed in the fact that there are 
no patients in the picture: ‘I finished (the drawing) on Monday. Mondays are never a good 
day... for me ‘cos I’m supposed to be in about ten places at once... (today) I was dashing between 
the Ward and the Day Hospital. We also have ward rounds on Monday afternoon where 
everything’s got to be finalised, get all the results and everything in ... everybody is getting at 
me!.’ This is further underpinned by the comment he makes of the drawing: ‘My other option 
would have been lots of snarling and unhappy faces with me in the middle with big smile... I just 
go on regardless... you don’t get a lot of encouragement from people... they’ll let you know when 
you’ve done something wrong or not quite right but you don’t get much feedback when you’ve 
done a “miraculous save” ... you come away from it thinking “Yeah, we did that one alright” and 
... you’re the only person who says that ... perhaps it would have been kinder to let them go 
anyway ... I’ve probably learned to be a bit more “selective”’.
Also conveyed is a sense of realism in the comment: ‘It is a rite of passage for junior doctors to 
work long hours ... at the end of the day they (the consultants) don’t care what happens as long 
as someone is looking after their patients and covering the wards ... anybody who isn’t a 
consultant is a junior doctor - it’s really derogatory when you’ve been working for ten years and 
you’re called a junior... but it’s just historic’
In this drawing the main theme emerging is one of the realism of working within a bureaucratic 
hierarchy together with a sense of positive self-preservation on the part of the respondent.
170
\u \U
V '0■svÿVi
u .  VI<v k 
f  i< u 'u
O
d:
h
3
I-
jf'“
J |
" —
j
«su < ^ 1
i l l
«^v
%
V
\u r . S ] , 2 ?^  Q
' 3 ^
-
'v
V
vT-
ir
I ' 
(
51 . #
T . ! &
!
a
I (
5wC>
<
?
<
ww
0
: 3 - 7 "
\ % ‘t
'S l V '
vi!
3Q
T
13 «-■
.1
’11% ?- 3 f., C
yt Ill
t .1
%
1.■-Vf«
1 4.1'^
£3 \i)
DRAWING 23 ADMISSIONS SECRETARY
The literal image in this drawing is of a yellow pig balancing on a tightrope, surrounded by 
clusters of red flags with a series of telephones drawn to indicate that they are all ringing at the 
same time.
This complex picture is indicative both of the complexity of the respondent’s job and the notion 
that she has to walk a very narrow path, to balance a variety of tasks and demands on her. The 
pig depicts the respondent herself “ on a tightrope in the middle and all the ‘phones are ringing 
and then we’ve got these... little flags... the different groups flagging up things’ and there would 
appear to be a perceived need for recognition since the pig is the central figure and is coloured 
yellow because: ‘it looked like a mass of text and it needed some focus... to focus on him really. 
If I was any good (at drawing) I’d have done him juggling as well’. This need to balance 
competing demands is also indicated by the comment: ‘On this side you’ve got relatives and A&E 
and GPS and over there on the other side you’ve got A&E, GPS and Medical Admissions ... 
pulling you on both sides ... that’s why I’ve drawn a pig on a tightrope ... we are piggy in the 
middle’.
This need for recognition is also indicated by the fact that she has drawn ‘Trust HQ’ in the top left 
of the picture: ‘here we have the “faceless wonders” - Trust Headquarters ... to me they’re just 
names ... I don’t know any of them at a ll... we’ve got managers, more managers and even more 
managers and they are all, you know, taken up with jargon - “keep churning out the money, folks” 
... it’s (up at) St. James’s but it might be, I don’t know, Glasgow, for all the effects it’s had on me 
... it’s just a mass ... there’s far too many managers’.
There is also a strong sense of vulnerability, particularly in her choice of clusters of flags: ‘I was 
going to do arrows coming at me but that didn’t feel right so I stuck the flags in ... they’re more 
like frisbees because they don’t come at you as straight as arrows do, frisbees can go off course 
and come at you from all angles’. She later adds that ‘sometimes you go home and you feel like 
you’ve been chewed up and spat out ... I think the picture encompasses it all ... it’s a pity I 
couldn’t add the balls and the pig trying to stop them crashing to earth... you tell people you’re 
a secretary and I think they think you’ve got a soft job and you drink your coffee and file your 
nails ...’ Of the pig (herself) she comments that (It’s) ‘a kindly looking pig-I  try to be ... even if 
you’re pissed off you try not to show i t ... we’re just the sitting duck for the GP or A&E who’ve 
got poorly patients’.
The themes and meanings emerging are those of vulnerability and isolation, with role tension and 
a strong need to be recognised for the job she is doing.
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DRAWING 24 ADMISSIONS SECRETARY
At first sight this is a fairly vague pencil drawing in three sections; there are heads without faces, 
below them are telephones drawn to indicate that they are ringing and below them, at the bottom 
of the picture a group of small black insects.
The metaphor here is one of insignificance against a faceless hierarchy: T wanted to describe the 
blankness of the hierarchy above, that we really don’t know or have anything to do with, so I just 
tried to do blank faces ... the unknown quantity up there ... I don’t feel that they have any idea 
what we do, really... they ought to know ... ‘We are little ants, quite insignificant... busy little 
ants scurrying around ... insignificant with the ‘phones ringing all day long ‘.
However there is also a positive note, or one of resignation, in the comment: ‘I wanted to show 
that I was really insignificant... another cog in the ... spokes in a wheel... at least we’re alive ... 
and multiplying (as ants) ... and ants pick up and move home like we had to from St. Marys ... 
(I’m not) an unhappy little ant, really, because I’m not desperately unhappy ... I’m still here! I 
wanted to do thousands of these but I wasn’t going to draw a thousand’.
Interestingly she also perceives the consultants for whom she works to be somewhat apart from 
what she considers the ‘blank faces’: they’ve really gone down the hierarchy a lot - they used to 
be up on pedestals but now they’re lower... I wouldn’t say they were ants yet... or probably King 
Ants ... those huge great black ones that you get’.
Her comment that the patients are ‘really... ‘phone calls and paper work to us ... you really only 
communicate through the telephone’ coupled with the fact that above her is a hierarchy that she 
does not know indicates a sense of isolation: ‘you’ve got a lot of other things that I haven’t really 
put in anywhere ... you have to imagine layers with people gradually showing their faces ...’
Here then we have themes of perceived insignificance against a faceless hierarchy, of isolation 
coupled with an sense of almost resigned realism of the facts of organisational life.
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DRAWING 25 GENERAL MANAGER’S SECRETARY
This is a fairly simple drawing of a car with fairly prominent spoked wheels which occupies most 
of the picture. In addition there is a stick figure in front of the car and tacks, or nails, on the road.
The metaphorical image here is that the car is being driven by the CEO and represents the Trust. 
One wheel is Elderly Medicine, the patient is outside the car; the tacks are a threat of puncture: 
‘the car was all the Trust... Max is at the helm ... In any company, any organisation you’ve got 
to have some sort of a body ... somebody at the helm ... taking the lead ‘cos I think as human 
beings we can’t function unless there is somebody doing the leading and somebody doing the 
following... that wheel is Elderly Medicine ... I put Nicky {the General Manager) in the middle 
of it because it’s like the hub, it has to attach to the whole of the car, ‘cos if it fWls off it could 
cause quite a major problem ... the car would collapse ... and I was a little spoke in there 
somewhere ... (I’m) ‘a little spoke in a big wheel... Elderly Medicine itself is quite big ... I only 
think of myself as a little spoke ... when I first came here I think I’d have been possibly outside 
the car hoping to get in, but not part of it ... you had to learn everything’. The respondent 
comments that the other Divisions are ‘other parts of the car... I don’t really know them that well 
to be honest so I didn’t really dwell on them that much, I wanted to concentrate more on us as a 
department’.
Interestingly the respondent places the patients outside the car demonstrating both a self­
absorption with the administrative workings of the Trust (as would probably be expected from the 
role that she has) and a sense of differentiation between carer and cared for: ‘... these are the poor 
little patients - they’re in the middle of the road... now we weren’t really intending to knock them 
down - it looks as ’though we were .... they look very vulnerable don’t they, there? But again I 
felt they were going in the same direction as us ... I also suspect... like the patient is out there a 
bit vulnerable on their own and the car is more of a body... you know, more solid.... ‘why didn’t 
I put the patient (in the car) with them? I kept thinking “well, put the patient in the car” but I 
couldn’t ... well, they’re not the same, we’re supposed to be the providers and they’re supposed 
to be the ones we’re treating’.
Coupled with the sense of progression represented by the car there is also the sense, again, of 
distance between patient and staff: ‘I felt we were all going the same way but it’s almost like these 
poor little people have to run in firont... the other thing I thought of is that they would stop the 
traffic when there’s problems... hold up the whole... when there’s complaints and things... we’re 
all going in the same direction ... even with hiccups ... the tintacks slow you down when little 
problems come up ... the other thing I was going to do was always going up a hill and always 
falling down again ... going towards something and then a problem occurs and we go back 
again...’
This is one of the most positive drawings in the collection; in addition to the theme of progression 
in one general direction, also demonstrated is a sense of encapsulisation or self-imposed isolation: 
either as a result of her lack of contact with patients or as a coping mechanism the respondent 
perceives her division as the hub or the organisation but there are none of the negative feelings 
expressed in previous drawings.
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DRAWING 26 WARD CLERK
This is a multi-image pictorial narrative with four separate stick figures some of which are 
surrounded by other, small stick figures; in a comer of the drawing is a desk piled high with 
paperwork..
Each stick figure represents a different part of the respondent’s job and the accompanying 
tensions: ‘you just get questions ... you just get bombarded with questions all the time ... me as 
a juggler - 1 like the juggler because... each of those balls can represent different jobs, you know, 
you’re just trying to juggle all the priorities... everything up in the air - actually I should have had 
them all crashed ‘round me on the floor when I fail! (You need) six pairs of hands to do the job 
(I’m) being pulled in all sorts of directions by different people - doctors, nurses, the managers - 
they keep ringing up and asking us if we’ve got any beds and when we say “no”, they say “why 
not” - “well, we’ve got people in them!”’. The desk is piled up with paperwork in an in-tray: ‘a 
lot more statistics, now ‘though, I think, a lot more form filling in ...’
None of the people have faces except the respondent who has a ‘bit of a wry smile ... I do tiy to 
remain positive’
Although there is the notion of centrality in that the respondent has placed herself in the 
metaphorical centre of the drawing, the respondent also indicates an understanding of the 
organisation both since the complete picture represents ‘Elderly Medicine because some of these 
people would be outside the ward, querying, questioning things... being pulled... ‘cos it’s all the 
different jobs, not everything is on the ward, some of it’s from other departments, ‘phoning up, 
questioning things or wanting answers’ and also because she is aware of her own role: ‘I should 
have put money on it (the picture) somewhere .. but then that’s not my job, that’s why I’ve done 
it like that because that is my position in the sort of stmcture if you like - it’s the managers who’re 
balancing the budgets all the time’
The main themes represented in this multi-image depiction, therefore, are those of role tension and 
role overload; however as with Drawing 25, there are none of the negative feelings expressed in 
previous pictures.
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DRAWING 27 REGISTRAR
This pencil drawing shows part of a boat, labelled ‘HMS NHS’ in shark-infested waters with a 
desert island in the background; there are three people in the boat, one of whom is the respondent.
One of the metaphorical images in this picture are the sharks who represent the sense of being 
under attack by both external and internal forces: ‘the big shark is the Portsmouth Evening News 
... and this one over here ... could be central government ... and this shark here is, sort of, 
managers from Sainsbury’s who’ve come in and aren’t quite sure how to work it ‘cos we’re not 
tins of peas’. The use of the image of a shark is interesting because it has a dual connotative 
meaning - the sense of attack by a predator or the notion of being duped, as in ‘loan shark’.
A sense of helplessness and personal ineffectiveness is indicated in that the respondent comments 
of his place in the boat: ‘this is me with a particularly short oar .... I can’t even reach ... so I’m 
doing lots of this {indicates a rowing motion) but I’m not having quite the effect I’d like ‘cos me 
oar’s too short... because I’m too junior, you see - I’m the cabin boy!’. This is quite a telling 
comment since at two levels below a consultant, he holds quite a senior position in the 
organisation and is supported by his description of the other people rowing; rather than using the 
metaphor of ‘all in the same boat’ to represent a degree of solidarity he comments: ‘they’re just 
other crewmen, really. I hadn’t given much thought as to what they actually did on board the ship 
apart from the fact that they row and they’ve got longer oars than me...’. Additionally when 
asked if the front rower could represent the Senior Consultant the respondent replied ‘it could be 
except that he’d be rowing in the wrong direction probably!’.
The desert island also represents a mixed metaphor; it would generally considered to signify a safe 
haven but the respondent comments that it ‘may well be .. to run ourselves aground on’ - again 
an indication of helplessness and lack of control.
In this drawing the main theme emerging is one of impotence and isolation not only in the face 
of external forces but also from internal constraints, both administrative and clinical.
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DRAWING 28 WARD MANAGER
This is a vividly drawn picture with several coloured planets and a spaceship; in the bottom comer 
of the drawing is what appears to be another planet with colours and shapes representing elements 
of each of the individual planets.
The metaphorical image represents the duality of the respondent’s role: ‘what it’s actually 
signifying is that this planet, this world here (in the middle) is where I and... where I’m working 
... but I actually saw myself in a spaceship ‘cos although I’m part of this planet... I need to be a 
step apart, or away from it, so I’m here and I’m circling and I come from it and it’s where I am 
... around me there are other planets which are very similar to my own which I can associate with 
and feel comfortable with ... there’s also other planets which seem to be to be potentially hostile 
or different to my own which I wouldn’t find habitable ... I’m part of the planet but my role 
dictates that I need to be apart from it at times’.
Although he takes a holistic view of his role it is confined only to the Division in which he works: 
‘I was looking at it purely from this Division, so all the planets I was looking at, associating with, 
are wards within this Division... and there’s the stars that go on within those wards ...’.
Although the respondent does not appear to experience any tension from the recognition of the 
duality of his role he is also realistic as to his position in the organisation in the large planet in the 
bottom left hand comer of the drawing represents: ‘here is the being, the power, the culture which 
has different parts of all thee other planets, not only my own but the ones I don’t relate to’. 
Interestingly he does not identify whether this ‘power’ represents management in his own division 
or the Trust in general: ‘I really saw this management power which has got the strength and the 
power to destroy my planet if it wishes. I didn’t want it to be seen as a menacing force but I 
wanted it to be seen as a force that had the power that could actually do that and had all these 
different elements of all the other planets in i t ... but potentially it’s got the power to take away, 
to destroy...’
As with the other Ward Manager interviewed (Drawing 11), we see here a holistic, positive view 
of the duality of the role but this is also coupled with a recognition of the potential powerlessness 
of the role holder against the hierarchy.
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DRAWING 29 CLINICAL DIRECTOR
This is an interesting drawing that appears very simple: the depiction is of a cloud and a landmass 
with raindrops connecting the two and some writing in the comer of the picture.
The obvious metaphorical image is one of natural entities providing nourishment, however, as will 
be seen from the following text, the connotation is more complex, the picture can be viewed from 
several perspectives and, as the respondent comments, ‘ one takes highly complex situations... and 
tries to make them simple... the organisation is the cloud... what we do is the rain and sometimes 
we don’t do it right and... we flood things... and we cause despair... and sometimes we don’t rain 
enough and we get deserts ... but when we get it right we get fertile land and healthy plants ...A 
view is of a great threat, a storm cloud, a view is of an amorphous mass and another view is 
“Thank God, we’ve got rain, the plants are wilting” ... Taking a perspective... the same thing can 
have numerous perspectives... somebody who’s very anti-Tmst... they see a dark storm cloud... 
but equally it’s very efficient for getting rain, water to very large areas ...‘We are supply driven 
... we ... like to think that we’re doing it for the patients ... but we’re actually doing what the 
patients need as it fits in with our view on life. The patient is probably the landmass ... dotted 
around the landmass... like plant life... and the plants need water... So what we’re doing is we’re 
breathing life - the plant’s wilting ... and we give them water and our delivery method is the 
organisation, healthcare, the NHS and it happens to be cumulo-nimbus at the moment... it could 
be another form ... The essence of getting healthcare, getting life or the potential of a better life 
to lots of individuals over a large geographical landmass ... what is life other than water?’
‘It’s a cloud ... because its shape can change and you can see in it what you want, so there’s an 
issue about shape. The shape ... people see in it what they want... some see that it’s a big white 
monster that’s going to drown us, other people see that this is the route for fertility, for life to 
grow... it can move, it’s movable... it’s not dependent on any manmade boundaries. Some people 
see it as a dark monster, a thundercloud, some people see it a s ... patients see it as a way of getting 
help, as a rescue line ... some people see dinosaurs and monsters in the shape of the clouds ... 
some people don’t see anything, it’s just a fog, a mess. The cloud is ‘the Trust.. and the Division 
... and it’s one and the same ... it’s a vehicle for getting rain, water, source of life to large areas 
efficiently ... it’s the most efficient way of getting water ... from the sea to the land ... and it 
distributes it equally or relatively equally... we don’t take a lot to one little b it ... we actually get 
a lot of it to a lot of places ... it’s analogous to the care’.
The respondent also indicates a sense of realism when he comments: ‘going through clouds in a 
‘plane, they’re nothing: ‘and the Trust... is nothing ... it’s a manmade organisation... the cloud, 
the people in it are doing a job of work, very importantly, very efficiently, in a flexibly way... and 
it’s blown by the political winds ... the environment can push the clouds together and create a 
storm ... In my mind the cloud is a fluffy amorphous mass ... but it has geographical spread with 
no walls... you can’t get hold of it, once you get in you can’t touch it, you can’t feel it (but) you’re 
aware of it. The Trust as an organisation doesn’t interest me ... but what makes (it) is the 
leadership... the people... I don’t associate myself with Portsmouth Healthcare Community Trust 
... I do associate myself with what it’s trying to do ... what’s important to me is that its values and 
the people ... its shape and name are less important... I’m not “branded” as it were. I’m aligned 
to its content’.
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Thus here we have a picture which at once conveys both simple and complex meanings, \yo h^yç 
an organic, fluid image, a holistic view coupled with a sense of realism where values are more 
important than structure.
178
rG.
0.0,
■y-
i
A
t
I
Snfj
4
?I
DRAWING 30 POOL NIGHT STAFF NURSE
The literal image in this drawing is of a pyramid with stick figures both inside and outside and 
some explanatory writing indicating a type of hierarchy. There would appear, from the way that 
the horizontal lines are drawn within the pyramid, to be an uneven balance between ‘management’ 
and the ‘workforce’.
The metaphorical image of a hierarchy is obvious but less apparent is the sense the respondent has 
of wanting to leave but being unable to, partly because of the salary she is paid and partly (and 
surprisingly) because of the sense of mutual support from other clinical staff. She comments of 
the drawing that it is ‘a pyramid... most of the staff... are at the bottom... more people are leaving 
... they’re escaping ... out from underneath and the ones left behind are rather sad. It’s not easy 
to go ... that’s why they’re squeezing out... a lot of people can’t leave i t ... there’s a great, sort-of, 
nurturing environment here... a lot of us have known each other a long time... pre-husbands, pre­
children ... you’ve got to squeeze your way out, you justify yourself escaping somehow... here... 
are people coming back in ... going in head first... I’m envious of those people who do escape... 
you wish you had the courage to do i t ... but I don’t. I can’t leave because of the money... I bet 
you never thought you’d hear somebody in the health service say that did you! I don’t consider 
myself to be poorly paid, I consider myself to be well-off. I suppose it is depressing ... certainly 
down the lower levels - the “workforce” - we do keep each other up... there’ sa lo to f... sisterhood 
for want of a better word ... you bolster each other up’
Her perception of others above her in the hierarchy is also interesting and similar to that of another 
Pool Night Staff Nurse (Drawing 16): ‘Those ones are the middle management... (they) wear ties 
... I could see myself being a medical secretary... you’re not like middle management but you’re 
higher up (than us) and you’re clean’.
Also evident is a sense of realism, of resignation, and a sense of insecurity in her comment that 
‘I don’t think this place is any different to any other... I think a lot of people are insecure in their 
jobs... there isn’t something just sitting waiting for you outside... that fear keeps people on their 
toes a lot.
The themes of hierarchy and structure normally associated with a pyramid drawing are obviously 
evident in this depiction but in addition we can also derive a sense of resignation, realism and 
insecurity coupled with a sense of mutual support: an ‘us against them’ feeling.
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DRAWING 31 NIGHT STAFF NURSE
This is a relatively simple drawing of a pond, coloured blue, and marked ‘Trust’ with lots of fish 
drawn within it.
The metaphorical image here could be considered to be obvious, the respondent perceives herself 
as one identical fish in a large pond and indeed she confirms this with the comment: ‘I drew a big 
pond and there’s me, the little fish, ‘cos I’ll always stay an E Grade’. The other little fishes are 
‘all the other nurses ... I’m just one of those little ones swimming about with everybody else, 
really... we’re all going the same way - don’t ask me why that is - 1 suppose we’re all heading for 
the same point - the pay cheque at the end of the month! ’
However the metaphor of identicality, of anonymity is taken further and indicates a considerable 
degree of withdrawal and resignation which could be considered surprising and unstereotypical 
of someone in a ‘caring’ profession. The respondent comments: ‘I come in and I do the job and 
go home and I don’t think about anything else ... I don’t think of the place when I’m not here! 
There’s people out there queuing up for your job so you basically do your job and keep your 
mouth shut... it’s terribly but you do’.
However also expressed is the sense of solidarity that we saw in the previous drawing: ‘the big 
pond is the Trust... I know the girls over here, it’s much nicer... it’s like a little family’
Thus the main themes and meanings emerging firom this depiction are ones of anonymity, of 
withdrawal and resignation and additionally of mutual support.
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DRAWING 32 SUPERINTENDENT PHYSIOTHERAPIST
Here we have a drawing of a winding path or river with a landscaping of hills, trees and houses. 
There are also signposts indicating ‘this way’ and ‘danger!’.
The metaphorical image here is one of a journey, a progression which is indicative of both the 
organisation itself and also the respondent: ‘looking at my vision of the organisation as something 
which is moving and changing ... this is me charting my path through the organisation as it 
changes... we move through different types of territory and different types of environment... it’s 
representing my perception of how things change ...’ (The organisation) ‘is the river and the 
stepping stones really represent my path through the organisation... “me” is my perception of how 
difficult or how easy that is. The houses I’ve used to represent familiar territory, so that territory 
changes and my path changes... in some instances the path is quite easy... and in some instances 
the territory is a bit more alien and it’s harder to find that way’
This theme of fluidity and change is taken up later in the commentary: ‘The territory changes all 
the time and in some ways that makes my path easier and in some ways it makes it more difficult 
... there are some things which make it easier for me to choose ... the occasional little signposts 
... some saying “Danger” ... when the danger can be anticipated. The bigger (the river) gets, the 
harder it is to chart a course through i t ... it changes depending on my perception of how well I’m 
performing within the organisation... there are aspects which make (the) journey... your work... 
easier ... those might be quite formal - formalised methods of support - or they might be quite 
informal’
Coupled with this is a sense of insecurity, of needing to be in control of the role. The respondent 
comments that she could be anywhere on the river ‘at any tim e... no two parts of the journey will 
ever be the same... although in some ways there are some stages where your journey seems easier, 
it’s very difficult to predict for how long that will last, or what will change, or what lies ahead... 
I’ve put down a changing landscape because you may feel that you’re in control, that you’re 
managing, but then the landscape suddenly changes and everything falls apart again ... but the 
changes are not always negative or hostile... the landscape may not necessarily always be hostile 
... I feel I have to be seen to be doing as well, or better, than my peers. I like to feel I’m ... not 
totally in control ‘cos that’s impossible ... but to feel I’m not too far off having a pretty good 
handle on what I’m doing’.
The metaphor of a journey depicted in this drawing represents a duality, the changing, fluid nature 
of the organisation and the progression of the respondent through the organisation. In addition, 
and as would be expected from this metaphor, there is also a theme of uncertainty, of charting a 
course through partly unknown territory together with issues of control, both of her own 
performance and the performance of her department.
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DRAWING 33 PHYSIOTHERAPIST
The literal image here is of a completed jigsaw puzzle with one piece marked ‘ME’ in red pen and 
highlighted outside the main puzzle.
The main metaphor here is one indicating a sense of fitting together; the physiotherapy service... 
‘is the whole jigsaw... and when all the pieces are there if  s a cost effective, efficient, timely and 
smooth running physiotherapy service .... I think you could take it as either the whole physio 
service or here (i.e. Trevor Howell Day Hospital). I think if one of us is missing then it puts extra 
bits on the other person, on the rest of the team and we all feel a little bit put upon... some people 
are different shapes but they’re all the same size ‘coos you don’t get jigsaw puzzles with different 
sized pieces ... some have knobbly out bits, some people have got knobbly in bits’.
There is a secondary theme represented by the highlighted jigsaw piece - the respondent herself- 
and that is one of role tension between her job as a healthcare professional and the requirements 
of the organisation in terms of administration. She comments of the inset piece: ‘this is me ... it 
being six o’clock and my massive in-tray and still all my paperwork to do ... the reason I’m here 
is to treat patients and not do my in-tray... my projects, my audits, my letters to God knows who, 
my discharge summaries’
This role tension is also linked with the concept of the jigsaw, the department fitting together: ‘I 
thought I ought to have a bit of a representation of how I am within everybody ... so I thought. 
It s all a jigsaw, really ... I’m part of a team and the team’s the jigsaw... (but) even when we’re 
all here and our jigsaw is together... because we’re healthcare professionals and because we care 
about our patients ... you see the patients first and then you do your paperwork ... it’s our 
enjoyment of treating the patients ...on a day to day basis, seeing the patients and getting thé 
paperwork associated with the patients done isn’t too much of a problem when we’re all here ... 
it s trying to fit in training for others and preparing training... those are the things that we ought 
to be incorporating into our clinical time ‘cos they’re things that are there to improve our service 
and give the people in the team skills’.
Interestingly although the role tension that she feels appears to be quite strong, the exercise of 
doing the drawing proved positive and enabled her to place a perspective on it: ‘my overall 
impression of where I actually work is better than I thought it was going to b e ... when things get 
black in the future I’ll just think of it as a jigsaw and imagine one piece out of i t ... if  there’s one 
person missing, it’s like a jigsaw, you can’t finish it, do everything without all the bits’
The main themes emerging from this depiction, therefore, are of fitting together and of the role 
tension that can arise from it.
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DRAWING 34 STAFF NURSE
The literal image in this pencil drawing is one of a ladder, the rungs of which represent the 
different levels within the hierarchy of the organisation.
The metaphorical image here is one of progression together with the respondent’s perception of 
roles within the hierarchy. On the bottom rung of the ladder are the ‘domestics’ and he comments: 
‘well, no offence to domestics b u t... well they’re at the bottom ‘cos they’ve got to do all the 
toilets ... the pecking order’. He has placed himself a long way down the ladder: ‘but I see it that 
I want to move up, I want to get on ... I want something to aim for... it’s very hierarchical, nursing 
... and by drawing a ladder I see where I’m aiming for, where I want to get to ... it’s only now I’ve 
been here that I understand who’s who and where I am in all this ... what the structures are’
In addition to this sense of progression, for the first time in the depictions we see indication of 
gender pressure coupled with a sense of ambition: ‘I suppose it’s ‘cos of being a bloke... a ladder 
that’s standing there that I’ve got to climb up ... onwards and upwards! Definitely being on this 
unit I’ve got more chance of moving up the ladder quicker than I have anywhere else ‘cos there 
aren’t many men in Elderly and those that are, they seem to move up quite quickly... if I stay here 
I know my promotion opportunities will be much better than if I went over to Main Block or if 
I went to ITU which is quite cut-throat... I think I’d be stuck as a “D” grade for ever and ever and 
that’s what I don’t want to for much longer... I think I could only hack being a “D” grade for two 
years at the most and then I’d definitely have to go for an “E”’
Here the main theme emerging is one of progression and ambition coupled with a sense of gender 
tension; the respondent has very clear ideas of where he stands in the hierarchy and what his future 
plans are.
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DRAWING 35 WARD CLERK
This fairly small pencil drawing shows three separate images: a kettle and a mushroom in opposite 
comers with a dog in the centre.
These three images are representative of how the respondent sees her job and is not dissimilar to 
one of the other Ward Clerks (see Drawing 26).
She has chosen to represent herself as ‘a sausage dog... cos it’s ... “can you go and get this, can 
you go and get that” ... “go and do this and go and do that” ... occasionally, you know, you think 
to yourself “can I just do my own work?” - the Gopher bit - it’s being pulled out...’
The kettle is also representative of how she perceives the many facets of her role: ‘if there’s 
anybody upset, a relative or anything, the first thing you always say is: “Do you want a cup of 
tea?” ... my thing seems to be that if you’ve got a problem and you want to solve it, have à cup of 
tea ...’
A slightly darker side of her role is represented by the mushroom which she uses as the classic 
organisational metaphor of ‘they keep you in the dark and feed you bullshit. She comments that 
‘there are times when you do feel in the dark ... you’re on your own ... because you’re a Ward 
Clerk - the only one on the ward - and ... unless ... they’re talking around you or to you or you 
happen to be in the office, you don’t really know what’s happening’.
However despite the role tension, complexity and expansion represented by this drawing, she also 
suggests a happy acceptance rather than negative resignation in her comments: ‘it’s not an 
unhappy dog, not at a ll .... but over the last five years, the job - the dog - has got bigger and I 
suppose in a way it’s what you make of yourself as well ... I’ve probably created half of my 
gophering myself... I know that I’m mnning around doing things ... I know why I’m mnning 
around doing things’
Thus in this drawing we see some similar themes emerging: that of role tension, complexity and 
expansion but the main sense is one of positive acceptance.
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DRAWING 36 PHYSIOTHERAPY ASSISTANT
This final pen and ink drawing is a cartoon of a person clutching papers and pens with drops of 
sweat coming from her forehead.
The metaphorical image here is one of the respondent being completely overwhelmed by the 
administrative duties of her role: ‘the organisation comes at you, it sort of comes in waves ... 
you’ve got your own work and then you’ll have a new audit or a new project ... and you’ve 
suddenly got this pile of stuff in front of you... I take it home ... I don’t get paid for it -just to ... 
‘cos you don’t have any time in your working day to do it’
She is clutching the paperwork to her: ‘well I dropped some ... it probably suggests that I’ve got 
so much on my mind that the odd thing might slip .... under the weight of it all I’m sweating 
...paperwork is something that in the last two or three years has increased - like quadrupled - you 
have to document everything ... the patients are certainly far more aware of their rights ... I just 
feel sometimes that the time we spend with patients ... we’re just not treating them’
Interestingly however although the respondent appears to be completely overwhelmed by the 
paperwork and bureaucracy she is also realistic when she comments: ‘I can see the funny side of 
it - that’s why I drew it like that... there is a funny side to it really ... patients present problems 
which could indicate or suggest... it’s all jargon, they don’t admit anything ....’
Here then, the theme emerging is one of role conflict in that the respondent feels that she cannot 
carry out what she perceives to be her ‘main’ job because of the paperwork, bureaucracy and 
jargon that she is faced with, there is also a sense of positive realism.
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Using a generic model of social semiotics, the preceding analysis has identified the literal and 
metaphorical images represented by each drawing. We can now take this analysis one stage 
further by grouping the metaphors into common clusters and briefly identifying the themes and 
meanings represented to ascertain whether there is any correlation between vehicle and meaning.
ANIMALS
Depiction Drawing No.and Respondent Themes/meanings isolated
Pig in the middle 1 Health Care Support 
Worker
role tension 
uncertainty
mistrust of communication
isolation
withdrawal
Pig on a tightrope 23 Admissions 
Secretary
vulnerability 
isolation 
role tension 
need for recognition
Ants 24 Admissions 
Secretary
perceived insignificance
isolation
resigned realism
Fish 31 Staff Nurse anonymity
withdrawal and resignation 
mutual support
Dog 35 Ward Clerk role tension 
role complexity 
role expansion 
positive acceptance
Here the common themes are those of role tension, isolation and uncertainty and vulnerability; 
interestingly one respondent reports a positive acceptance of the situation while another perceives 
it more as a resigned realism.
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JOURNEYS
Depiction Drawing No. and 
Respondent
Themes/meanings isolated
Cliff face 2 General Manager Powerlessness 
Lack of control 
Vulnerability
Flotilla 3 CEO Acceptance of complexity 
Perception of role leading to 
positive resignation
Whirlpool 14 Senior Staff Nurse Lack of control together with 
need to take control 
Oppression
Tree 15 Junior Occupational 
Therapist
Insecurity
Helplessness
Lack of appreciation of her 
role
Strip Cartoon 18 Health Care Support 
Worker
Mourning of loss of status 
and recognition 
Powerlessness 
Insecurity 
Fear of future
Coloured Eye 19 Ward Manager Powerlessness
Insecurity
Realism of situation
Car 25 General Manager’s 
Secretary
Positive feelings 
Encapsulisation 
Self-imposed isolation 
Division is the hub
Boat 27 Registrar Impotence
Isolation
Spaceship 28 Ward Manager Holistic, positive 
Duality of role 
Potential powerlessness
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River 32 Superintendent 
Physiotherapist
Duality: changing nature of 
the organisation against her 
own progression within it 
Uncertainty
Need to control both self and 
department
Ladder 34 Staff Nurse Progression 
Clarity of ambition 
Gender tension
Again with this set of depictions we can identify both positive and negative common themes: 
insecurity, powerlessness and impotence and oppression leading to a sense of vulnerability, 
uncertainty and fear of the future; feelings both of a lack of control and a need to control. 
However there is also almost a sense of positive resignation, a realism and acceptance from some 
respondents and, indeed, one reports progression and clarity of personal ambition.
BUILDINGS
Depiction Drawing No. and 
Respondent
Themes/meanings isolated
Pyramid 7 Health Care Support 
Worker
Positive support of the 
organisation 
Conflict with patients
Cut Away Building 16 Pool Night Staff 
Nurse
Exclusion from hierarchy 
Lack of consultation 
Low self-worth 
Mismatch of perception
Garden Centre 21 Consultant Need to achieve unity 
Role of co-ordination 
Nurturing, protecting
Future world 22 Senior House Officer Realism
Positive self-preservation
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Pyramid 30 Pool Night Staff Resignation
Nurse Hierarchy and structure
Realism
Insecurity
Mutual support: ‘us’ versus
‘them’
Interestingly with this grouping of drawings no recurring common themes can be identified
although those that can be distinguished are ones which occur generally throughout: insecurity,
lack of self worth and a sense of exclusion from the organisation coupled with some respondents 
reporting a sense of realism of their situation and a positive instinct for self-preservation.
NARRATIVE DEPICTIONS
Depiction Drawing No. and 
Respondent
Themes/meanings Isolated
Heart and scales 4 Operations Manager Lack of personal control 
Helplessness 
Attempted holistic view
Tug of War 5 Senior Nurse 
Manager
Perception of failure
Aggression
Negativity
Personal hopelessness 
Frustration
Scales 6 Senior Nurse 
Manager
Balancing internal and 
external forces 
Conflict 
Loss of control 
Negativity
Telephone and eye 12 Ward Clerk Role tension
Lack of self-worth and sense 
of being undervalued 
Role confusion
Stick figures 26 Ward Clerk Role tension 
Role overload 
(however a positive view)
Once again we can see similar themes emerging as identified in the previous groupings: lack of 
control, helplessness and hopelessness, low self-worth and negativity together with a new set of
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themes relating to issues of role: tension, overload and confusion which are reported by two 
respondents both of whom are Ward Clerks.
INTERLOCKING PIECES
Depiction Drawing No. and 
Respondent
Themes/meanings isolated
Incomplete jigsaw 8 Staff Nurse, Day 
Hospital
Self-containment,
encapsulisation
Realism
Resignation
Brick wall 9 Night Staff Nurse Paradox: fitting in versus 
impenetrability 
Indispensability of her role
Complete jigsaw 33 Physiotherapist Fitting in ... bu t... 
Role tension
As would be expected from such a grouping, the main theme which can be identified here is one 
of fitting in although that is defined in different ways.
WHEELS
Depiction Drawing No. and 
Respondent
Themes/meanings Isolated
Wheel with spokes 10 Staff Nurse Integration but isolation 
Fitting in
Realisation of role in 
hierarchy
Ships’ wheels 11 Ward Manager Integration 
Role perception 
Holistic view
The common themes that we can identify here are ones of integration coupled with a realistic 
perception of the two respondents’ role in the hierarchy.
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INDIVIDUALISATION
This particular grouping of drawings cannot be classified in the same terms as those above; they 
represent the individual as the centre of the drawing, almost, it could be argued, (without wishing 
to be tautological), centring themselves in the drawing; this point is further taken up in the 
following chapter..
Depiction Drawing Number and 
Respondent
Themes and meanings 
isolated
Womb 13 Staff Nurse caring and protecting 
sense of power 
holding to tradition
Quasi-medieval Person 17 Pool Night Staff 
Nurse
role tension and confusion
Person slumped over 
typewriter
20 Office Manager positive acceptance of role 
tension and overload
Cartoon 36 Physiotherapy 
Assistant
role conflict 
positive realism
This grouping of drawings elicits no identifiable common themes although there are issues 
emerging relating to the respondents’ role within the organisation - sometimes this is expressed 
in a positive manner and sometimes in a negative way.
There is one final depiction which defies classification (although it could be, for the sake of 
uniformity, be forced into the grouping delineated as ‘Journeys’) and that is drawing number 29. 
It is of a cloud and has been drawn by the (then) Clinical Director; it conveys both simple and 
complex meanings: an organic, fluid image, a holistic view coupled with a sense of realism 
where values are more important than structure.
Where, then, does this leave us in terms of how we can attempt to classify these metaphors? It 
could be argued that it may be possible to look for correlations between themes and meanings and
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occupational categories however these are few and far between. For example, the three Ward 
Clerks interviewed indicated role tension and conflict but this was also reported by an Admissions 
Secretary, a Junior Occupational Therapist, a Physiotherapy Assistant, a Health Care Support 
Worker and a Staff Nurse. Equally themes such as isolation, powerlessness and vulnerability are 
relatively consistent throughout the analysis but these are not specific to any particular grouping, 
either in terms of metaphor employed, occupational role or hierarchical position in the 
organisation.
It is this last comment that provides the clue as to how we can proceed with a deeper analysis. 
Chapter 4 provided a discussion of the ‘twin track approach’ to the analysis of metaphor (Grant 
& Oswick 1996); although the ‘organisation of metaphors’ track has proved a partially helpful 
categorisation exercise, how much more can we learn about the organisation if, instead, we 
consider the ‘metaphors of organisation’ ? The following, second, analysis chapter takes this point 
up by taking the analysis to a further level.
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CHAPTER 6 
ANALYSIS TWO
ANALYSIS 2
The preceding chapter discussed a preliminary analysis of the drawings using, as its framework, 
a generic model of social semiotics. Although the analysis was useful in determining the 
denotative and connotative meanings within the depictions, merely placing the drawings into 
categories does not, in itself, develop our understanding of the role of metaphor in the 
sensemakmg process. This chapter, therefore, develops our preliminary ‘organisation of 
metaphors’ into an analysis of the ‘metaphors of organisation’ (Grant and Oswick 1996). In 
order to do this we need to return both to the notion that culture as a set of meanings can be 
considered to be ambiguous and to the approach taken by semioticians in terms of seeking out 
combinations and contrasts. Chapter Two briefly discussed the notion of ambiguity within 
organisational cultures - Frost’s (1991) Fragmentation Perspective - and, in order to take the 
discussion of the data obtained to a further level, it is worth revisiting this ‘ambiguity approach’ 
(Risberg 1999) in greater depth.
At the end of Chapter 5 a metaphor of visualising Mount Rushmore was brought into play to 
illustrate that individuals perceive the same thing in different ways and from different 
perspectives. The same is true of orgamsational life which can display a multiplicity of vantage 
points and belief systems (Frost et al 1991); individual interpretations of this ambiguity are 
influenced by historical, biographical and sociological factors and can vary from resignation, 
depression to welcoming (Feldman 1991).
Feldman proposed that ambiguity occurs ‘when there is no clear interpretation of a phenomenon 
or set of events. It is different from uncertainty in that it cannot be clarified by gathering more 
facts. The facts that are or could be available support more than one interpretation’ (op. cit. : 146).
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Thus this Fragmentation Perspective or ‘Paradigm Three Approach’ (Meyerson and Martin 1994) 
accepts that individuals will share some viewpoints, will disagree about others and will be 
indifferent to or ignorant of yet others. They refer to a Paradigm Three enacted culture (in a 
somewhat unconscious ironic contrast to Handy (1978)) as a web where individuals are 
represented as nodes connected to each other by shared concerns, where patterns of connections 
become relevant when particular issues become salient: ‘That pattern would include a unique 
array of agreements, disagreements, pockets of ignorance, and hypocrisy. A different issue 
would draw attention to a different pattern of connections’ (Meyerson and Martin 1994:124). 
Consensus, therefore, (and in contrast to traditional approaches to the study of culture), is only 
apparent in transient, issue-specific situations. Thus to continue our journey metaphor, rather 
than seeking one accepted route to travel from A to B (an integrationist approach), or even 
finding that different collections of individuals may choose two or three generalised routes to the 
same destination (a differentiationist approach), the ambiguity approach is concerned with the 
idea that people will vary not only in the route they take but also in the vehicle in which they 
choose to travel depending on what is important to them at any particular time; it may be that two 
individuals who share a common dislike of each other will find themselves travelling together 
because their destination is the same and a vehicle is already at their disposal.
This approach takes the concept of ‘organisational culture’ one step further in that rather than 
looking at patterns of common thinking, shared, somewhat statically, to a greater or lesser extent 
by individuals, it embraces the idea that ‘ambiguity is ... the way things are, as the “truth”, not 
as a temporary state awaiting the discovery of “truth” ... Rather than being a “small clearing of 
lucidity in a formless dark, always ominous jungle”, a Paradigm Three enacted culture is the 
jungle itself (Meyerson and Martin 1994:122). The metaphor of a jungle is an interesting one
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in that it could help to explain why studies focussing on this approach are relatively uncommon. 
There appear to be several reasons for this;.". Even amongst qualitative researchers, there is an 
inherent suspicion associated with any novel or alternative approach to data analysis not only, 
perhaps, because of underlying managerialist research agendas which favour a functionalist 
stance (Stiles 1998) but also because ‘Studies that reflect ambiguities are often taken to be sloppy 
or incomplete rather than reflective of a different type of reality’ (Meyerson 1991:259). The 
tendency to notice and value that which is clear, stable, orderly and possibly easier to control, is 
strong and while there has been some focus on the ‘disorderly’ properties of systems (such as, 
for example. Chaos Theory), ambiguity and disorder have been perceived as issues which must 
be suppressed (ibid). Criticism of this need for integration has also been levelled at traditional 
ethnographic approaches to culture: ‘By representing the Nuer, The Triobriands, or the Balinese 
as whole subjects, sources of meamngful intention, the ethnographer transforms the research 
situation’s ambiguities and diversities of meaning into an integrated portrait’ (Clifford 1983:132), 
a point echoed by Debra Myerson: ‘ (ethnographies) risk the fate of being discarded as bad stories 
.... Without the full authority of science, ethnographies must tell good stories to be convincing 
... Good stories have clear story lines’ (Myerson 1991:259).
Additionally there has also been little attention paid to individual experiences of organisational 
life, a point made (and perhaps subsequently ignored) by Linda Smircich whose seminal paper 
on culture posited that it is still individuals, not groups, who negotiate with others about what 
things may ‘mean’ - the individual’s multiple interpretations are the building blocks of socially 
constructed and negotiated meanings. This idea was also taken up by Linda Putnam (1983) who 
suggested that organisations are coalitions of participants who, whilst negotiating their goals, 
actions and meanings to achieve a common direction, do not abandon their own individual aims
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but merely subjugate them to the immediate needs of the group - a ‘pragmatic coalition’, so to 
speak. This search for a degree of conséhsüâ., however limited, has resulted in the tendency for 
‘the uniqueness and multiplicity of individual experiences and accounts ... to get lost in either 
statistical means or shared interpretations of organisational or at least group level analysis of 
employee attitudes and reactions ... (there is a need to )... embrace their full individual accounts 
and not only what is shared across many, most or all employees’ (Risberg 1999).
Whilst the number of research studies which utilise the ambiguity paradigm are limited there are 
four whose approaches can be synthesised into a generic model which can be employed in further 
analysis of the data. In her research into what ambiguity meant to individual organisational 
members within the United States Department of Energy, Martha Feldman (1991) utilised a 
framework originally proposed by March and Olsen (1976) in which four types of organisational 
ambiguity were identified:
-  Ambiguity of intention in terms of what role the organisation should, and ought to play.
-  Ambiguity of understanding vrith competing ideas of how the organisation should do 
what it does and the appropriateness of this
-  Ambiguity of history where difficulty is experienced in trying to understand both what 
happened and why it happened
-  Ambiguity of organisation occurring when individuals are differently involved in the 
organisation at different times, particularly in terms of change situations and 
reorganisations.
Debra Meyerson’s research with social workers based in five American hospitals (1991) 
identified two distinct types of ambiguity:
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-  Within the occupational community where individual members have multiple 
interpretations and beliefs which, ijhable to be easily reconciled, resulted in different 
solutions being applied to the same fundamental problems. These differences were 
particularly prominent in terms of individuals’ perceptions of their role and in their 
response to what they believed should be the legitimate structure of authority.
-  Ambiguity within individuals’ experiences took two forms, structural in terms of how 
people dealt with (or did not deal with) ambiguity and ideological when ambiguities arose 
from felt contradictions between personal belief systems and organisational requirements.
Meyerson found that these occupational and individual ambiguities were expressed symbolically 
in several ways: through stories and metaphors, rituals and practices; patterns of dress; humour, 
usually cynical; jargon; office decor and, finally the degree of emotional detachment expressed 
by respondents. Interestingly all these symbolic expressions of ambiguity are also those by which 
the structuralist-functionalist school would measure cohesion, uniformity and depth of culture.
Anette Risberg’s research (1999) on employee experiences of corporate acquisitions can be 
overlaid on the two main approaches outlined above in that she proposes that the ‘ambiguity 
approach’ comprises two notions: ambiguous statements which are made by individuals when 
a single interpretation of a situation, or their impression of a situation is too difficult for them to 
make and ambiguous situations where individuals express multiple views and different 
interpretations of the same situation. Thus for Risberg the ambiguity approach is ‘a lens 
that centres attention on statements of ambiguities and ambiguous situations ... so as to capture 
as much as possible the not necessarily logical nor rational richness of individual and collective 
sensemaking ... (to) surface the inconsistencies’.
198
Thus from the discussion above we can derive the following generic model:
Ambiguous statements and situations
impact upon
organisational, occupational and individual ambiguity
expressed as
stories and metaphors 
rituals and practices 
patterns of dress 
humour 
jargon 
decor
degree of emotional detachment
From the above discussion we therefore need to take the analysis further by considering the 
connotative meanings that have surfaced using the vehicle of metaphor rather than the metaphor 
itself.
As discussed in Chapter 4, the presentation of each drawing to the researcher was accompanied 
by a discussion which enabled the respondent to explain the drawing more fully. Stiles 
comments that ‘words and pictures have developed as alternative, if complementary, systems of 
meanings (1998:193) and, as with Stiles’ research, asking respondents to describe and explain
199
their depiction served to provide a secondary check on intended meanings. The logical question 
which might be asked at this stage, Üîé®pre, is ‘if a discussion was needed to explain an 
otherwise unambiguous picture, what was the point of the picture in the first place?’ The fact 
that the depictions were very personalised and needed explanation, points to the individualised 
way in which people cope with the ambiguity of their organisational setting and, in Meyerson’s 
words, pictures ‘may be unusually effective in revealing experiences that do not conform to a 
setting’s normative code.... This form of representation may be particularly revealing when the 
content of the representations is emotionally hot or value laden, and thus difficult to talk about 
... in this way visual data may be much more effective than our language at representing multiple 
or contradictory meanings simultaneously’ (1991:266-267). This discussion with respondents 
was important in terms of developing second order abstraction (discussed in Chapter 3) in terms 
of the reader making sense of what I, as the author, was making sense of and how I was making 
that sense. Chapter 4 commented on the notion that whilst a ‘checking back’ with respondents 
would have served as a secondary confirmation of meaning, not only was this organisationally 
logistically impossible, additionally, given the preceding discussion of the ambiguity approach 
would have been unnecessary: the salient, transient and issue-specific situations would already 
have moved on fi*om those encountered during the primary research. (This is discussed again in 
the concluding chapter of this thesis).
Taking the generic model of ambiguity discussed above, if we consider the issues salient to the 
organisation during the time that the primary data was gathered (discussed in Chapter 4), we can 
identify all three levels of ambiguity - organisational, occupational and individual. These form 
the backcloth against which individual representations of the organisation can be set.
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Rationalisation of wards and sites <
From the point of view of the Divisional General Manager rationalisation was a necessary step 
in that:
‘We had two competing organisations - the whole thing was set up in 
competition, they each had a Day Hospital, they each had an acute ward 
and so on. QA was set up with an appalling budget, there wasn’t enough 
in it to go around, St. Mary’s was set up with a generous budget and it 
was always bailing out QA and this caused irritation. We had an 
Awayday where the Finance Manager said, “Just look at it economically”
(and) because we were taking wards from dermatology, who didn’t know 
about it, we had to be very circumspect and keep a lid on i t ... and then we 
had six weeks for the whole thing to happen.’
This tactic was subsequently described by the Chief Executive as:
. ‘the barrow boy approach... turning whatever’s happening to your advantage and 
making it work’.
The notion of considering the move in purely economic terms is an interesting one which 
surfaces again in the discussion below concerning what the organisation is, or should be, 
concerned with. Equally, her comment:
‘there were tensions that we didn’t recognise at the time’ 
is also telling in that, as will be seen in subsequent discussions, it galvanised the two groups into 
a ‘them and us’ situation which was still prevalent during the data gathering, some eighteen 
months after the move had happened.
Although from the General Manager’s viewpoint the necessity for concealment and then the 
resulting speed of the move is understandable in her terms, those on the receiving end of the 
exercise found it difficult to accept; even senior members of the management team expressed 
their shock - one of the Nurse Managers (who was to remain at St. Mary’s) commented that
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‘(there was) no consultation whatsoever, they just went. On the first of February 
they said “you’re going on the fourteenth” and they had to pack up and do 
everything, which caused a lot of ühjrèst and a lot of bad feeling because... of the 
way it was done, I think, and people’the had always worked at St. Mary’s because 
they wanted to work at St. Mary’s’s had to go up the hill and... was my job going 
to be next?’
A further comment which illustrates the notion of pragmatic coalitions in terms of sensemaking
occurring around transient salient issues was made by the Operations Manager:
‘When we moved up here we felt a loss, a bit like a bereavement... that part of 
it had gone and my own role (at the time) was trying to keep the rest of St. Mary’s 
buoyed up, the family together, not making them feel that they might be picked 
off next’.
However, once the move had been completed and she had taken up her new post as Operations
Manager within the senior management team and responsible for the introduction of the new
uniforms, her perception of the situation changed somewhat :
T think they all relate much more to their ward than to the Division as a whole, 
they see themselves as little islands at times, coming out in support of each other 
when there’s a problem... they can’t work as an island, really, I mean they have 
to realise that it’s a big world.’
Thus, the rationalisation of wards and sites was to have a far-reaching and prolonged effect on
the organisation. Interestingly the main opposition originated from, and was maintained by,
those who had moved ‘up the hill’ from St. Mary’s rather than those who had move down from
Q A and it was to remain salient for a considerable length of time.
QA versus St. Mary’s
Some eighteen months after the move ‘up the hill’, some of the ‘old St. Mary’s’ staff still felt
hard done by; this was probably exacerbated by the fact that an unfortunate incident had
occurred where, according to an Admissions/Medical Secretary,
‘The move happened so quickly, we weren’t told, we just happened to open the 
mail and it was a memo to consultants with a suggestion that Elderly went to Q A
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and within six weeks of us actually seeing the memo by chance, the first ward had 
gone.’
Although this perceived victimisation was partly reflected in the issue of uniforms (discussed 
below) it was mainly located within the Secretariat whose polarisation was not only reflected in 
their attitudes but also in the physical manifestation of office layout; one of the staff described 
it thus:
‘we lodge here... we don’t sort of belong here in a way... There’s been such a lot 
of conflict - when we first came up from St. Mary’s we were first of all in the 
Seminar Room, which was absolutely lovely, and two weeks after we got here 
another set of planning guys came in and said “what are you doing here?” and 
they move us down here to this rabbit hutch ... we’ve never liked it’;
this was echoed by the Office Manager who commented,
‘nobody welcomed us, there was a lot of friction and it was awful... I think I 
would have been under the desk (I’ve drawn)’.
The ‘rabbit hutch’ referred to was a temporarily permanent Portakabin at right angles to, but
linked with, the main corridor of the hospital; the QA administrators, who worked mainly with
the Ward Clerks, were situated on one side and the ‘old St. Mary’s’ administrators, who were
responsible for Consultant secretarial support and admissions, were on the other side.
Not only did never the twain seem to want to meet but unfortunately the ‘old St. Mary’s’ staff
were situated on the side which was south facing and which, therefore, became unbearably hot
during the summer months. There thus ensued a further chapter in the perceived war of ‘them
and us’: that of the ‘Battle of the Air Conditioner’. The battle was instigated by one particular
administrator who, of the ‘rabbit hutch’ commented:
‘We feel very claustrophobic - it’s so low and you get headaches.... I get veiy hot 
‘cos the sun comes in on me ... as soon as the sun comes round you have to pull 
the blinds and you shut out the air and everything else really’.
The air conditioner was duly installed with the influence of the Office Manager invoking health
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and safety regulations. It proved to be a temporary victory however, although her loyalties
remained with her ‘old St. Mary’s’ staff she* did attempt to consider both sides of the Portakabin
divide and it appeared to work well, in fact she commented that
‘I think we’ve just gone past the “storming” and I think we’re now on the 
“norming”.
This worked, however, until she went on holiday; on her return she commented:
‘It always happens when I’m not here - it was, like, guns drawn at dawn... it was 
awful ... it was all about this air conditioning so I said “just let’s agree to 
disagree” and it calmed it all down’.
What is interesting about this apparent ‘them and us’ divide is that, as mentioned above, it seems
only to be recogmsed by the ‘old St. Mary’s’ staff, of whom, at the time of the primary data
gathering, only two remained. A third member of staff who had joined the team after the
relocation was relatively unconcerned about the air conditioner, commenting :
‘If it means that the money can be spent elsewhere, on the patients, then I can live 
with it being a bit hot for a few weeks ... it’s not that necessary’.
When other respondents who were not directly involved in the relocation were asked their
feelings about the two sites many admitted to there being indefinable differences which were
probably the result of the age and layout of the two buildings (St. Mary’s being older and
‘cosier’, more ‘like a family’). Those nurses who had moved up to QA maintained their identity
in terms of keeping their original uniforms (discussed below) but it was, compared to the
Secretariat, a quieter protest. It seems, therefore, that this small enclave o f‘old St. Mary’s’ were
unprepared to let go of this issue which, for them, resulted in their attitudes becoming more
entrenched as time went on, and which, for others, resulted in stories about ‘the great divide’
between the two sections of the department. A Ward Clerk, in a comment echoed by one of the
Senior House Officers, noted:
T think the girls from St. Mary’s didn’t want to come up here and they haven’t
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really settled .... I don’t go into the office much because I think there’s an 
atmosphere’. \ ,
What was originally a temporary salient issue, therefore, seemed to be moving towards an
organisational myth.
This entrenching of attitudes, both by the nurses and certainly by the Secretariat, may well be 
related to their perceptions of their roles and status within the organisation and the occupational 
groupings to which they felt that they belonged and this is taken up further below.
Uniforms
As noted in Chapter 4, one of the major salient issues at the time of the research was that 
concerning a change in uniforms. To recap, traditionally there had been separate and distinct 
styles of uniforms between the two hospitals, St. Mary’s staff had worn dresses in various shades 
of blue, the darkest denoting the Sister or Ward Manager; QA staff wore check dresses - referred 
to, somewhat disparagingly, by them as ‘JCloths - Auxiliaries or Health Care Support Workers 
were attired in brown. Staff Nurses in blue and Sisters in the same dark blue as St. Mary’s 
Sisters. The decision had been made to change to a new uniform consisting of polyester 
elasticated culottes and a candy-striped overtop of the ‘one size fits all’ variety; not only was this 
a major departure from what, even given the existing differences in general uniform style, had 
become to be perceived as ‘traditional’ but it also marked a new era in that all staff, regardless 
of job title, would be required to wear it - in other words, a move to what was beginning to be 
termed ‘single status’. Although there were very good reasons for this change, including both 
the physical pressure on nurses’ spines (exacerbated by a fairly tight.elasticated uniform belt) 
when they had to either lean over beds or operate antiquated hoisting equipment in order to move
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patients and the obvious surrendering of modesty which sometimes resulted (indeed, one 
respondent commented that a relative had said to her ‘I don’t like these new uniforms ‘cos when 
you put my father on the commode I can’t see up your skirt anymore to the author, as an 
‘outside observer’ of this process, the implications seemed obvious and, in retrospect, 
stereotypical. It was reasonably predictable that a professional grouping would obj ect strongly 
to this intervention - after all, (and disregarding the off-site capes, the starched cuffs and aprons 
which were only a memory kept alive by the film industry), they had lost the status of their hats 
some years ago (a slow, but inexorable, slide from the decadence of cotton, starch, frills and 
pleats to simply assembled, throw-away paper constructions); many recent graduates had also, 
as a result of funding cutbacks, not been awarded the lapel badge which denoted their alma mater 
and now, as a final blow, they were to be denied, by the very nature of the style of the new 
uniform, the chance to wear a belt with the ornate silver buckle which was the final symbol of 
their qualified professional status. It is true that some of the nursing staff interviewed saw the 
move to the new uniforms in this light but what became apparent in subsequent interviews was 
the fact that there were different agendas which muddied the waters in terms of identifying the 
salient issue - indeed, there was considerable ambiguity as to what exactly the salient issue was 
in terms of uniforms which aptly illustrates the ambiguity approach : there were groups who both 
agreed and disagreed over which issue was salient, there were those who were indifferent and 
there was a divergence of management perception as to what the salient issues were.
The General Manager who had initially instigated the change of uniform had assumed that the 
salient issues identified by staff would be its non-traditional style and the move to single status 
and, for one group of individuals, this was indeed the case. Comments such as:
‘there’s no way I’m looking like a pregnant hairdresser, thank you! ’ (Staff Nurse,
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Continuing Care)
T’m not going to wear somethiiig‘:that makes me look as if I’m working in 
McDonalds’ (Pool Night Staff Nurse)
and
T’m not putting on one of those McDonald’s maternity smocks for love nor 
money’ (Bank Night Staff Nurse)
indicated their concern over the style of the uniform. Another, overlapping, group, also
expressed concern over the erosion of professional status; this concern is evidenced in the
following comments which come not only from the nurses themselves but also from other
professional groupings in the organisation:
Tn any setting where people are either mentally or physically ill I think the staff 
should be distinguishable and look like professionals ... if you’re 80 and 
demented ... I think if you stick ‘em in something that doesn’t look like a nurse 
... then as far as (the patient) is concerned, they’re being assaulted’(Senior House 
Officer)
T’ll be sad to lose my buckle .... it’s my symbol of qualification, really’ (Staff 
Nurse)
T think there’s a lot of pride in the uniform, you see, you do work hard for i t ... 
you do work for your buckle... getting the buckle was quite a big thing... it must 
be hard for Ward Managers because they go out of the JCloths into, like, the navy 
dresses, so it’ll be even harder for them... that’s a big status symbol... it’s a big 
loss’ (Pool Night Staff Nurse).
A Staff Nurse on a Continuing Care ward summed up not only this mourning of loss of status but
also hinted at a conspiracy theory which is picked up and discussed later in this section:
T feel that uniform does confer status on you but as much as that it’s ... when I 
trained you were always encouraged to wear your uniform with pride because it 
did give you status and it also gave you protection because ... you had a kind of 
barrier... I don’t like the idea of a single status uniform because I feel the public 
are more likely to assume... that you are trained ... and I also think it’s a way to 
do away Avith trained nurses ... and they’ve got this idea that the public aren’t 
going to worry whether you’re trained or not’.
A subset of this group were the ‘old St. Mary’s’ nurses who
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‘were not very happy... about the move... they still wanted to keep their uniforms 
so all the wards on the top floor (of QA) had St. Mary’s uniforms and all the 
ones downstairs had QA uniforms # d  they kept that situation up (Senior Nurse 
Manager)
and whose attitude to losing this last vestige of particular identity was expressed by a Night Staff 
Nurse:
‘I’ve got the old St. Mary’s uniform on and I’m not getting out of i t ... they’ll 
have to surgically remove it from me’.
A third coalition expressed their concern over loss of identity not in terms of professional status
but in terms of clinical expediency. The management team had clearly stated that status was not
achieved by differentiation of uniform but that
‘people know who’s in charge by their behaviour’ (General Manager)
but not only was there the problem of
‘peering at somebody’s left boob to check their name badge’ (Staff Nurse),
there was also the issue of
‘if you’re told by a doctor to do it, you do it, whether you’re qualified to or not 
... you know, they look at the uniform, they don’t look at the badge’ (Health Care 
Support Worker).
The majority of this group comprised the Health Care Support workers and their concern was 
summed up by their Senior Nurse Manager:
‘I have to tell you the auxiliaries are much more upset about (it) than anyone else 
... they’re worried about not being visibly different... some if it’s that fear that a 
doctor will come on and ask them to do something thinking they’re qualified 
where at the moment everybody knows that the brown yucky check is 
“unqualified”’.
In terms of recognition of professional status, this group gave the salient issue a slightly different 
perspective in that they were concerned not be identified as a separate professional grouping but 
as a separate non-professional grouping.
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The coalitions identified above were those who were, however disparately, united in their
disagreement with the issue; it was also possible, however, to identify a group who were, to a
degree, in disagreement with these views (although hot necessarily to the point of agreeing with
the management team). The first of these subsets were those female nurses who did not align
themselves with the cause of lost status or dislike of the uniform style per se, but with the fact
that even in their existing uniforms they didn’t feel that they looked the part. A Ward Manager
invoked the same feelings commented upon by the author earlier in this chapter when she said,
T’d love to have a starched apron and frilly cuffs ... you know it’s just how you 
envisage a nurse would be, really ... but it’s totally impractical ... it’s just a 
stereotype.
This was echoed by a Night Staff Nurse who remarked,
Tf I can’t look like a “proper” nurse, and I think a “proper” nurse is one of the 
Royal Navy ones - the Haslar nurses look wonderful, they’ve got lovely big white 
hats, they’ve got their white aprons, nice dresses and cuffs and everything - to me 
they look like nurses and if we can’t all look like that then I don’t think it matters 
what you’ve got on ... the uniforms are free and as long as we all look tidy and 
turn up presentable to work I don’t think it matters... people worry, they have this 
big thing about status’.
It is interesting that when this group were asked if, therefore, they prefer to work for an
organisation such as BUPA, where nurses still retain their stereotypical image they all gave very
pragmatic reasons as to why their replies were in the negative:
‘No way! There’re no crash facilities at a BUPA hospital and if someone goes 
off in the night you’re on your own’ (Night Staff Nurse)
‘At BUPA you’ve got to be nice to people all the time - 1 mean you’ve got to be 
nice to people here but there you have to be extra nice because they’re paying and 
they stay longer because the hospital wants to make as much money as possible 
out of them’ (Staff Nurse, Acute).
The second subset of this group were those male nurses who, never really having had a status-
conferring uniform (apart from epaulettes which conveyed trained status), could not see what all
the apparent fuss was about:
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‘male nurses have never had anything like that... have never had a visible, focal 
... you know, “look at me I’ve done this, that or the other”, the best we could hope 
for was different coloured epaulettbS’ (Senior Nurse Manager).
A Ward Manager spoke for the majority of male respondents when he commented
‘This uniform’s the same as all the other male nurses in the Division ... so I’ve 
got a single status already and I was one of the people who said it didn’t bother 
me because I felt that was happened out there demonstrated my competency and 
status... I don’t need to fall back on my uniform to actually reinforce that... if we 
expect respect because of what we look like then that’s not what I’m about... 
people from outside have said “well, nurses look like nurses, they have hats ...” 
that’s just the public perception and you can have nurses looking like that but if 
the care they do is absolute rubbish... I know it’s part of BUPA and they get what 
the customer’s prepared to pay for and if the customer wants their nurses to 
wander around in frilly hats and high heels then so be i t ... I don’t think nurses 
dressed like that deliver better care’.
A final grouping expressed a different view of the debate on uniforms, one which was not
envisaged by the management team, was that of powerlessness, of their voices either not being
heard or not being given credence. Although the General Manager had included staff
consultation in the process:
‘I sent a whacking great paper to each ward with the reasons why ... there’s 
pressure to do it quickly because if we don’t do it in the next few weeks we’ll 
have lost the money and we won’t have it next year and I’ve told them to discuss 
the fact as opposed to the rumour’
there remained the perception that, at worst, the consultation hadn’t happened and at best, it was
a paper exercise:
‘they pretend to consult u s ... I was told that we were going to be consulted on the 
uniforms and anyone I’ve spoken to doesn’t know anything about i t ... so perhaps 
they just asked one person!’ (Night Staff Nurse)
and
‘we had a piece of paper on the notice board where we could write down our 
comments but I don’t think anything ever came of it’ (Ward Manager).
Additionally this sense of powerlessness brought up the notion of conspiracy (mentioned above)
evidenced by such comments as:
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T suppose there is a reason (for the new uniforms) but I don’t know what it is ... 
we don’t have any choice in the end, have we, so there’s no point in getting upset 
about it, I don’t think’ (Staff Nurse,'Day Hospital)
and
‘ everyone said “we hate this, we don’t like that” and a letter went off and nothing 
was done about it, not a thing... so really no matter what you say it doesn’t make 
any difference whatsoever ‘cos when they’ve made up their mind that’s it, even 
if there are quite a lot of you who disagree... you know your opinion isn’t valued 
at all’ (Pool Night Staff Nurse).
A coping mechanism against this powerlessness was summed up by a Staff Nurse who remarked,
‘I’ll wear (my old uniform) until they say “Vivienne, go and get measured” and 
then I’ll do as I’m told ... but in the meantime I’ll avoid being asked! ’.
This idea of power relations is taken up further in following sections.
Thus we can see from the discussion above that, consistent with the ambiguity approach, there 
were various coalitions grouping around what were their frequently differing perceptions of the 
current salient issues. We can also consider a 'wider issue in terms of ambiguity, that of what the 
organisation is concerned with as opposed to what it should be concerned with. Without 
exception all respondents interviewed felt that the Trust’s overall philosophy and approach to 
patient care was outstanding - comments such as:
‘I think if someone’s going to make it back to health, they will do here’ (Health 
Care Support Worker)
‘the way they cope with the whole person... treat the person and not the illness’ 
(Night Staff Nurse)
‘other departments work on the basis of “treat the medical problem and get the 
patients out” whereas here they really have to look into home circumstances, 
social support, future needs’ (Senior House Officer)
and
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T think we’ve got a lot to be proud of in relation to the care that we give our 
elderly population and I’m proud to be part of it’ (Ward Manager, Acute).
The ambiguity, however, is expressed in two distinct, and contradictory, views of how this
philosophical approach is accomplished: those of ’management’ and those of staff. As
‘management’s’ senior representative, the CEO’s expressed view should not come as a surprise:
‘If you actually reduce it to essentials you’ve got one patient, one family ... 
interacting either with one practitioner or a team of practitioners and a core 
mission of the organisation really is reduced to the quality of support of care that 
that one particular patient and their carers receive ... if we expect front line staff 
to relate to patients and carers v\nth dignity and respect... then we’ve got to role 
model it for them so that they feel the organisation’s not taking them for à ride... 
this business about squeezing out the most you can from every pound is key in the 
sense that we can never meet all the demands therefore every pound or hour of 
skill you’ve got has actually got to count’.
However pragmatic this approach to spending appears to the CEO, the translation into the
perceptions of his ‘front line staff are very different; an Admissions/Medical Secretary, in an
echo of her previous remark about the air conditioner, commented,
‘I don’t think funds are adequately channelled to where they’re needed... we have 
all these new terminals with all the works but to be honest we’re still locked into 
the hospital word processing systems and so these computers aren’t a lot of good 
to us but they can’t afford to put terminals on the wards where they’re needed...
I mean I got a sellotape dispenser - it was very nice and all that and it makes my 
life easier but if it’s a toss-up between that and something for the ward ....’.
A Ward Clerk, equally as pragmatic as the CEO in respect of Trust finances, takes a
more practical approach in that she finds budget allocation incomprehensible and illogical:
‘You think that there’s a need for something and you see money being spent in 
other areas or you get to the end of the financial year and you have to spend the 
money otherwise you’ll lost is and if you say something they say “Oh, no, that’s 
the wrong budget!... and I think “why can’t these budgets not be rejuggled and 
if there’s a need in one area, why can’t underspends be given to the area?” ... I fail 
to see the logic in i t ... you know when patients need pillows, or you run out of 
sheets and things like this, quite basic necessities, and they have money for blinds 
and fancy things in the offices ...’.
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This clear ambiguity in terms of overriding agreement as to what the organisation is best at 
versus individual perceptions of how it is' of is not, accomplished are summed up succinctly by 
an Admissions Secretary:
‘We had a little old lady yesterday - she’s 86 or 87 - driven from north of London 
and she’d had a stroke on the way down here... so they took her up on to S Level 
in the Medical Ward and then they wanted a geriatrician to assess her to take her 
to rehab, and then it’s “well, we’ve got to get her health authority say so to pay 
for her” ... I mean, if she’s had a stroke, why do we have to get into all this of 
people paying for things before we can begin to help her?’.
Interestingly there is evidence that senior management are aware that this ambiguity of intention
versus perceived practice exists:
‘There’s a huge divergent hole in the middle between what the organisation 
thinks it’s here for and what the huge bulk of the troops think they’re here for’
(Nurse Manager)
‘you get comments that “well the managers don’t care about us” and it just makes 
you think they’ve got a completely different view of i t ... they sometimes think 
it’s the Trust doing things to them - when you work on a ward away from it and 
you get hold of what you see and it’s not the organisation ...’ (Senior Nurse 
Manager)
and
‘You know, the workforce have expectations, they have their own expectations 
and they are expectations of what the Department can do for them and they don’t 
always gel together... ‘ (Operations Manager).
This comment reflects the answers given by some respondents when asked how the organisation
rewards performance and links on, once again, to issues of power and how individuals cope vdth
their working environment. One subset of responses can be summarised as follows:
‘I would say, keep your head down ... don’t rock the boat ... I don’t believe 
anyone is such rubbish that they don’t deserve some praise for what they’ve done 
... but it’s not the way it works here’ (Staff Nurse, Continuing Care)
‘I usually take it that I’m doing it alright until I get into trouble’ (Health Care 
Support Worker)
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‘As long as nobody pulls me into the office and says “I’m not happy with you” 
then I assume I’m doing alright’ (Staff Nurse, Day Hospital);
‘If your face fits ... but you’ve got to work for i t ... if you’ve done something 
wrong they’re down on you like a ton of bricks... It’s more critical than anything 
else’ (Pool Night Staff Nurse).
Here we see a negative, but resigned, set of responses, however there were also two other subsets
of this issue, the first linking back to comments made above concerning a general ‘conspiracy
theory’:
‘I hear quite a lot because I’m in the office ... staff get moved around the unit 
whether they like it or not ... it’s not particularly in their best interests - for 
themselves personally - but it’s put across as “this is for your development” - they 
come up with these wonderful ways of putting it biit you know that you can’t 
really refuse ...if your card is marked ...’ (Ward Clerk)
‘I think it depends on whether your face fits... you do get to hear some nasty and 
vicious things about how Ward Sisters have got their wards ... ‘(Night Staff 
Nurse)
and
‘if your face doesn’t fit then that’s a different matter.... quite often if people don’t 
agree with the people in charge than they’re moved out to other places - it can be 
quite political - I know several Sisters that have been levered out ‘cos they 
weren’t quiet and they didn’t obey the rules that Head Management wanted them 
to obey’ (Health Care Support Worker).
Once again in both subsets we can identify perceptions of both ‘being done to’ and ‘how others
have been treated’. It would be difficult, in terms of the ambiguity perspective, to reconcile this
as grouping vrithin a temporary salient issue. However, if we take the notion of ambiguity one
step further and consider ‘ongoing’ rather than ’temporary’ salient issues then, vrith the third
subset, we can see how the ambiguity jigsaw once more begins to take shape. Both groups are
self-referencing but this third group, rather than the negative and resigned approach expressed
by the other two, can be considered to be positive:
‘It’s just a case of you have your standards, you stick to them, you have your 
policies and you adhere to them... you just do your best - that’s it! ’ (Staff Nurse,
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Rest Home)
‘try and be continuously happy arid Content in your work’ (Staff Nurse)
‘I think it’s self-fulfilling really.... I know when I’ve achieved something with a 
patient... sometimes we have patients in who you think aren’t going to last the 
night and two weeks later they leave hospital, which is great’ (Senior House 
Officer)
‘you have your own sense of satisfaction that you’ve made a little old lady or little 
old man a bit happier about coming into hospital... and it’s nice when they thank 
you’ (Admissions Secretary)
and finally:
‘You’re just a number, really... there are plenty of other people that could get in 
there and do it, so if you did it well or badly, does it really make a difference? - 
only for your own personal conscience and you ... it demoralises you a little bit 
because you think you’re trying your best and others get away vrith it but at the 
same time you’re answerable to yourself... you don’t get any satisfaction from 
thinking “Well, I didn’t try very hard!’ (Ward Clerk).
That these three subsets appear to be encapsulated (or perhaps locked) within their own self-
referencing environment is home out by comments made by respondents to questions about their
perceptions of the Trust and the degree of their identification vrith it. In the main, respondents
either identified themselves vrith their ward or the Division in general:
‘I must confess I don’t really pay much attention... a lot of stuff comes round like 
newsletters and magazines... but personally (I identify)... vrith the Day Hospital 
and the staff here really... not really with the Trust as such... I don’t really look 
past Sister (for leadership)’ (Staff Nurse, Day Hospital)
‘You don’t redlly hear what goes on up the top ... I know that at our induction it 
was drummed into us that we’re as important as the senior managers but I 
sometimes think that the people who treat the patients are at the bottom of the 
totem pole... the Trust Managers are at the top... because they can see more than 
us ... but they don’t always tell us - the more advantageous position on the pole,
I would say, at the top‘ (Junior Occupational Therapist)
and, from a clinician came the comment:
‘We tend to live in our own little world down here ... I think to be honest with 
you we’re too busy to bother’ (Senior House Officer).
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Probably most damning statements can be summed up in the following example:
. ‘Well the Trust is on the letterhead; but that’s all it means to me ... I’m (only) 
aware of the Trust mostly from the Press I would think, to be honest’ (Ward 
Clerk).
This issue of individual identification can be analysed further by considering the notion of 
occupational identity and here we can recognise some very discrete clusters of which even the 
CEO is aware:
‘There are professional groupings which cross the Trust.... sometimes they’re 
weaker than a locality and sometimes they’re strong because of their locality... 
coping with the ambiguity and ambivalence of an organisation what kind of 
squelches, that expands and contracts depending on how and where you squeeze 
it...’.
Some of these clusters are clearly obvious and linked to the professional groups alluded to by the
CEO; for example, within the generic occupation of medical staff we see strong occupational
alliances forming against another ongoing salient issue: that of the role that these individuals
want to take versus that which they perceive the organisation wants them to take - a Senior
Registrar commented:
‘I’m there looking after patients. I’m not an accountant... my loyalty is first and 
foremost to my ward and the consultant I work for’.
If we consider the ambiguity perspective of this ongoing issue, we can also identify an
occupational group vvhich is divided in its feelings of the role it should take - that of the
previously named ‘Sister’ and now ‘Ward Manager’. One group clearly felt that their role was
first and foremost medical:
‘I’m a Ward Manager... (but) I still think of myself very much as a nurse first and 
a manager second ... they’ve taken the word “nurse” out of management but 
they’re not going to take the nurse out of this manager’; ‘I didn’t do all my 
training to do paperwork, I did it because I wanted to be a nurse, to be hands on’ 
and ‘I think if as a nurse you justify your existence by shuffling bit of paper and 
managing a budget, do you need to be a nurse to do that? I’m a nurse and they
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can give me whatever title they want, but I’m still first and foremost a nurse’. /
A second group, termed the ‘good eggs’ by a Senior Nurse Manager because he felt that they
identified with the changes that he, on behalf of the organisation, was attempting to bring in,
accepted the dual nature of their role and, as we shall see later in the dravdngs they produced,
depicted themselves as being involved in their wards but also apart from them in their
management function. Yet a third group seemed to be indifferent to this issue:
‘They can call me whatever title they want - it really doesn’t both me ... I prove 
myself by what I actually do’.
One group which clearly identified themselves with their profession rather than with the wider
organisation or even the division in which they were located were the Occupational Therapists
and Physiotherapists. Some comments made included:
‘I can pick out another OT a mile o ff... there’s something about OTs ... I can’t 
put my finger on i t ... something about the way we think’
‘I won’t have a uniform in my new job but I made it quite clear when I went for 
the interview that although I enjoy working as part of a team I want to be an OT 
within a team, not a team member’
and, finally,
‘I’m not a nurse in Elderly Medicine, I’m a physio, so I wouldn’t introduce 
myself and say I’m part of the Elderly Medicine team, you know... my uniform, 
my name badge, my badges - everything I do, everything within th a t... I’m a 
physio ... we are the “Physios of South Block” ... the physios within Elderly 
Medicine’.
Interestingly within the occupational group o f‘nurses’ a further salient issue was identified, that
of a clear distinction between day staff and night staff although this was a perception felt only
by the night staff themselves; one Staff Nurse described her role as:
‘like a bulb with a separate little bulb growing out the side which is us ... on 
nights you don’t get included in anything’
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and another, of the day staffs view, said >
‘There’s always been a battle betwëeïi night staff and day staff... there’s always 
been a “well they don’t do anything, they sit here all night basically” and that’s 
what everybody thinks ... one of the day staff described us as people who came 
in and looked after her patients when she went home!’.
Thus far this chapter has shown the partial value of an ambiguity approach to the analysis of 
meaning making vrithin an organisation. In modifying the notion of ‘temporary salient issues’ 
to include salient issues which are also ongoing we have been able to identify groups of 
individuals who do, indeed, agree or disagree strongly or are indifferent to these issues. However 
the literature on ambiguity makes the, largely implied, assumption that these groups are aware 
of themselves as groups, who consciously form pragmatic coalitions and patterns of connections 
around these salient issues. With the exception of the occupational group of occupational 
therapists and physiotherapists and, to some extent, the night nursing staff, there is little evidence 
in the data here to indicate that these coalitions were particularly aware of themselves as such. 
It might be better, therefore, to propose the notion that these coalitions, rather than representing 
shared and negotiated meaning making mechanisms, are contingently constituted aggregates 
which have been arrived at unintentionally and serendipitiously, probably as a result of common 
experience rather than consciously shared meaning: similarities of experience have led 
individuals to arrive at, independently, rather than through interaction or negotiation, similar 
interpretations. If this is the case we need to consider in greater depth the processes by which 
individuals make sense of, and cope with, their surroundings and order to unlock these 
individualistic meaning making (or sense making) proçesses, we neeç| to turn to the dravrings 
themselves and the roles of semiotics and metapllQt ns a ipeans by which to do this.
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Two metathemes emerge from an analysis of the depictions. Firstly, if each drawing is viewed 
as a complete entity we can see that the majority of respondents chose to draw themselves as 
central to the picture, either depicting themselves and how they feel or what their role is, or 
depicting themselves against the backdrop of the organisation; each discussion of the drawing 
contained the theme ‘this is me, this is my situation, these are my problems and, by the way, this 
is all in the context of the place in which I work’ - in other words they perceive the organisation, 
not as an abstracted entity but from the vantage point and in terms of their position in it. They 
see themselves as the reference point. This is a discussion to which we will return later in this 
chapter.
The second metatheme that emerges, and one which was alluded to in the discussion above, is
one of powerlessness, loss of control, impotence and vulnerability. This is expressed both
overtly, in comments made directly about the depictions, and is also shown through the way in
which respondents chose to depict themselves. If we firstly consider the explicit expressions of
this theme and look in detail at dravring numbers 2,4, 5,14,18,19, 27,18 and 32 we find the
following. Dravring number 2 is of a journey up a cliff face representing the respondent’s
journey through the organisation, and the sense of powerlessness and vulnerability both from
internal and external forces is evidenced by the rocks that are being thrown from the top and the
bolts of lightning. The respondent comments:
‘You thought everything would be alright and then it cornes at you ... the 
complaints in the Press ... are often unfair, often unbiassed ... you’re fairly 
powerless to respond. We have some staff ...who are... subversive... they’re the 
ones hurling the rocks ... I don’t quite know what’s around the Corner... but it’s 
a fact that there will be something ... It’s inevitable’ (General Manager)
Although having noted in the previous chapter very little correlaticjij between the meanings
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expressed and the categorisation of metaphors, this does occur to'some extent in this particular
set of depictions in that, as with drawing s d^ove, drawing numbers 14,19,27,28 and 32 also
represent journeys but they are expressed as journeys where the respondent is, to a large extent,
powerless and being carried along by external forces. Drawing 27 is of a boat labelled ‘HMS
NHS’ in shark-infested waters with a desert island in the background and the respondent, a
Registrar, has placed himself at the back of the boat:
T’m the cabin boy... this is me with a particularly short oar... I can’t even reach 
so I’m doing lots of this {indicating a rowing motion) but I’m not having quite the 
effect I’d like ‘cos me oar’s too short... because I’m too junior you see ... (the 
island) may well be .... to run ourselves aground on’
This perception of impotence because of position in the hierarchy is an interesting one because
the respondent is, actually, a fairly senior member of the clinical hierarchy. A sense of
powerlessness also features in drawing number 32 which was completed by the Superintendent
Physiotherapist, also a senior clinical manager. The depiction here is of a river representing the
progression of both the respondent and the organisation itself:
‘This is me charting my path through the organisation as it changes ...the territoiy 
changes all the time and in some ways that makes my path easier and in some 
ways it makes it more difficult... no two parts of the journey will ever be the 
same ... although in some ways there are some stages where your journey seems 
easier, it’s very difficult to predict for how long that 'will last, or what will 
change, or what lies ahead ... I’ve put down a changing landscape because you 
may feel that you’re in control, that you’re managing, but then the landscape 
suddenly changes and everything falls apart again...’
In drawing number 19, the respondent has actually drawn himself clinging onto a sycamore leaf
above a turbulent sea against a background of a sunset and a large eye and comments:
‘I’m hanging to a sycamore leaf being blown around in the wind ... the 
background’s ... twilight... twilight is partly 'wishful thinking on my part, the idea 
that... it’s going to get dark soon... in the darkness no-one can gpe you... you’ve 
got safety there ... (the sea is) in a sense that represents the idea of, you know, if 
you fail, if you go under you drown... I’m not so secure and F jp not so certain.
You feel that people are just waiting for you to fail ... and if you fall in that 
turmoil of the sea then your chances of surviving are not gre^ j. The eye is the
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Trust - it’s multi-faceted, it’s watching us ... I instinctively made it a sort of 
paranoid type eye - a staring eye ... a dilated eye ... dominating ... paranoid... so 
that that to me is the idea that we’re'being watched’.
Drawing numbers 14 and 28, whilst ostensibly expressing a degree of personal control actually
also express this sense of powerlessness and impotence. Drawing 14 is of a whirlpool in which
the respondent, a Senior Staff Nurse, places herself in the centre stating:
Tt’s a whirlpool... that’s me in the middle ... I’m static in the centre ... I could 
come up, I could come dovm - it’s my choice ... I’ve got to work to keep in the 
place I’m at - 1 could start to go down on a downward spiral... keeping my head 
above water’
Although she asserts that she has personal control over events this is contradicted by her 
comment that:
‘ Somebody’s coming up here (i. e. to an Acute Ward) to give her more experience 
and it was felt by the “Powers That Be” ... I’ve been sent down there (i.e. to a 
Palliative Care Ward) instead... and I haven’t been given a time to come back’.
Similarly dravring number 28, of a spaceship and planets, expresses a similar sentiment when the
respondent describes himself in the spaceship circling both his own and other planets:
T’m here and I’m circling and I come from it and it’s where I am ... around me 
there are other planets which are very similar to my own which I can associate 
with and feel comfortable with ... there’s also other planets which seem to be 
potentially hostile or different to mine which I wouldn’t find habitable ... (of the 
large planet) here is the being, the power, the culture which has different parts of 
all three other planets, not only me own but the ones I don’t relate to ... I really 
saw this management power which has got the strength and the power to destroy 
my planet if it wishes. I didn’t want it to be seen as a menacing force but I 
wanted it to be seen as a force that had the power that could actually do that... 
potentially it’s got the power to take away, to destroy’ (Ward Manager).
The remaining three depictions in this section, drawing numbers 4, 5 and 18, again express this
sense of loss of control, although each in different ways. In drawing 4 the respondent, the
Operations Manager, has placed herself, her team and a patient in the centre of a whirlwind with
barbed arrows coming at them from both left and right. She describes it as being:
‘Caught in this whirlwind ... always going round and roun^ and not getting
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anywhere ... you have days when everything’s veiy clear and other days when 
you’re more like being in a fog and constantly-whizzing ‘round ... to a certain 
extent the patient does get caught up m what’s happening’
She has balanced herself on a scales which represents:
‘us trying to have a balancing act between the demands of the people: the doctors, 
staff and all the rest ... the contract and all the rest of it which is heavier, is 
weighting more heavily on us that the other side, it’s the side that causes us more 
anxiety and takes the whole thing out of balance’
Her sense of loss of control is further expressed in the arrows, a whip and a newspaper which
represent communication flows and the pressures of external forces:
‘vrith the barbs on them ... it feels a bit more like daggers ... out arrows to them 
are smooth ... so it’s this back and forth feeling ... I feel sometimes that we’re 
actually whipped with... particularly Portsmouth Hospital’s issues ... I think we 
are very influenced, pressurised sometimes, by what the papers say about us, 
particularly vrith the mixed sex wards ... they have a great influence on what’s 
happening because they print it and the public read it and believe it and ... that’s 
why those arrows are particularly barbed’.
A Senior Nurse Manager chose to depict himself in drawing number 5 as a skeleton and his
comments summarise not only powerlessness but also frustration:
‘once you start to realise that it can be better then you’ve got to come up with a 
way to get there and then you’re into the frustration cycle of not being able to 
change i t ... it frustrates the hell out of me when they can’t see the wider issues’
He describes it as a tug of war between himself and the nurses he considers to be negative:
‘They’re in a tug of war with me and about two or three enlightened “good eggs” 
so we’re trying to drag them forward into the future ... the %istration that we 
can’t move them... that weight (i. e. on the nurses ’ side) is firmly anchored in the 
past... so ingrained in the past that I don’t think they’ll ever be dragged forwards 
... the tug of war ... it’s aggression, isn’t it? ... and both teams are equally 
aggressive in their stance as to which way the rope’s going to go’
Another powerful image in this depiction is that of the skeleton, the respondent himself who 
commented:
‘I feel like the carcass tj^at the lions had brought down, taken off the decent steaks 
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and then buggered off to find some other decent steak on some other poor sod and 
then the vultures have come along anfrpicked off a bit more and then eventually 
the ants come along... and I had the ants poking me saying “you bastard, there’s 
nothing left for us!” ... and that’s what it feels like’.
The final drawing in this group, number 18, is, to some extent, a journey but, expressed as a strip
cartoon. It charts the chronological stoiy of the changes in status of the Health Care Support
Worker from 1989 when the title was first introduced. In the post-drawing interview the
respondent tells the story of, for her, steadily reducing expectations and status of both her own
role and that of the trained nurses:
‘This is management override, on a horse, on the top of u s ... override everything 
... we did get more input on all sorts of courses ... So in a way it’s improved for 
the care of the patient but in doing so, it’s done something to the staff... you 
know, you can be in trouble for silly little things (so that) now you’re Jfrightened 
to do anything ... you’ve got to be top performance all the time ... there’s no 
allowance for having a bad day... nobody recognises status anymore ... patients 
don’t know, relatives don’t know... This final part if written with all the things 
I now think: loss of status, loss of self-esteem, annual assessments and then I 
think this is what the outcome is now - loss of sense of loyalty, instability’
Thus the drawings discussed above all represent explicit expressions of a sense of powerlessness
both in the pictures themselves and in language used to describe them - words and phrases such
as ‘everything falls apart again’; not so secure’; ‘fail’; ‘dominating’; ‘being watched’;’I’ve been
sent there’; ‘potential hostile’; ‘power to destroy’; ‘menacing’ and ‘management override’
together wdth the frequent use of the first person.
Linked implicitly to this metatheme we can also recognise in some of the drawings a sense of 
insecurity and uncertainty related to individual jobs where the respondent does not feel in control 
of what they are doing. The first depiction, number 15, was completed by a Junior Occupational 
Therapist who was relatively new to the organisation and is of a tree sipounded by £ signs with 
various levels of staff ranged in the tree from top to bottom. Her insecijpty is indicated from two
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comments which appear at first sight to be contradictory but which are very revealing-
T h e  fact th a tth e  H e a lth c a r e  S u p p ortW ork er co m p le tin g  d r a w in g n u m b e r lS , the ch ro n o lo g ica l
stnp cartoon discussed above, has chosen this approach could be indicative of her need to replay 
the stoiy, to describe her sense of mourning and loss. Additionally in the post-drawing interview 
her insecurity comes through in that she discussed the fact that she has been hying for several 
years to gain the GCSEs which would enable her to start a nursing course but:
This insecurity is also expressed in the comment made by a Pool Night Staff Nurse who drew a 
pyramid in picture number 30:
‘I don’t think this place is any different to any other... I think a lot of people ate 
insecme m their jobs... there isn’t something just sitting waiting for you outside... tnat rear keeps people on their toes a lot’
The metaphor used in drawing 32, that of a winding river, is in itself indicative of a sense
of insecurity and as the respondent describes the depiction, and her journey through the 
organisation, she reflects:
‘idthough in some ways there are some stages where your journey seems easier.
It s very difficult to predict for how long that will last, or what will change, or
what lies ahead... I’ve put down a changing landscape because you may feel that
you re m control, that you’re managing, but then the landscape suddenly changes 
and everything falls a p ^  again... ‘ (Superintendent Physiotherapist).
Again we can identify simila^ language to that used in the first set pf depictions but the self-
referencing of respondents is i|)dicated in a slightly different way. Ratljpr than the use of the first
person, in this group of drawjftgs we see frequent use of the word ‘thw ’ to obtain, instead, the
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sense of powerlessness and insecurity from the notion that things are being done to them, that 
they have no control over what is happening because ‘they’ or ‘it’ can force unexpected changes 
upon them as individuals.
The two clusters discussed above represented clear expressions of powerlessness and impotency, 
both in the drawings themselves and in the language used. A further group imply that this is also 
the case through the depiction of individuals and the role that they perceive they have in the 
organisation. One subset of this group, indicated in drawing numbers 1,12,17,23,33 and 35, 
shows evidence of role tension, sometimes depicted as ‘Piggy in the Middle’ and at other times 
with the respondent as a dog, a jigsaw and a quasi-medieval person fending off all-comers vrith 
sword and shield.
‘I’m split between.... medical and office... this two-way split of having to answer 
to so many people’ (Ward Clerk)
‘It’s one person split in two with three pairs of hands ... there’s half of me trying 
to deal with the patients and everything else ... and the other side is ... 
management and money and trying to sort of battle away with that as well’ (Pool 
Night Staff Nurse: drawing 17)
‘(I’m) on a tightrope in the middle ... we are piggy in the middle ... it’s the ward 
versus the Gps and you’re in the middle... you put someone on the list for a bed, 
chase up the next day and then find they’ve died overnight’ (Admissions 
Secretary: drawing 23)
‘it’s “can you go and get this, can you go and get that?” ... “go and do this and go 
and do that” ... occasionally, you know, you think to yourself “can I just do my 
own work, please?” ... it’s being pulled out’ (Ward Clerk: drawing 35).
Interestingly, in this set of drawings, we can identify both ego-centrism in terms of the depiction
itself and the use of the first person but equally there is also the sense, as in the previous group
discussed above, of ‘being done to’, of having little or no active control in what appears, for
them, to be a battle. This is reflected in a comment made by the Office Manager concerning her
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perception of the role of both Ward Clerks and nurses; her drawing (number 20) also indicates
a sense of being bombarded by competing p'ebple and pressures, however she reflects the role of
Ward Clerk from her own, individual, viewpoint:
‘Nurses are thick, they can’t add up beds, even if there are only a very few of 
them and when they get more money than us it makes us angry. Fair enough the 
sisters and that have got a lot of responsibility, they’ve got a lot of skills, but we 
trained to be medical secretaries ... they don’t know what it’s like in our office 
when you’ve got a GP on the ‘phone saying “Fve got a woman collapsed on the 
floor, have you got an empty bed now?” ... I thought we were here for the 
convenience of patients not the convenience of the wards... I think more of them 
should come and spend a day in our office to see what pressures we’re under and 
then they’d appreciate it’
The second subset of drawings relating to role are all concerned with complexity, confusion and 
duality and, represented in a variety of depictions from a relatively simple brick wall to a 
complex drawing of planets and a spaceship, are indicated in dravsdng numbers 9,11,12,26,28, 
35 and 36.
Interestingly, the simplest and, it could be argued, the most interpretable, drawing of a brick wall 
is one of the most complex in representing this duality and complexity of role. The respondent 
comments:
‘Everyone’s got their own function ... each brick supports another brick 
(although) you often feel you’re hitting your head against a brick wall’ (Night 
Staff Nurse: drawing 9)
The very complexity of drawing numbers 11 and 28 represents, in the depictions themselves,
the role complexity felt by the two respondents, both Ward Managers, and is reflected in their
comments:
‘I’m the different wheels sometimes and if you put all the cogs and wheels in as 
the organisation then, depending what you’re doing and where you are, you can 
be a different one... sometimes I’m a big cog ‘cos I’m important in making all of 
them work ... and sometimes there are bigger cogs than me ... people change
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around depending on the time and what they’re doing’ '
Additionally the respondent has drawn each interlocking wheel in a different colour:
to tiy and make it show that the colours mean different functions’ (drawing 11 )
Colour also features m drawing number 28, a spaceship and planets with a ‘mother’ planet with
colours and shapes representing elements of each of the individual planets. The respondent 
comments:
‘I actually saw myself in a spaceship ‘cos although I’m part of this planet... I 
need to be a step apart, or away, from it, so I’m here and I’m circling and I come 
from It and it’s where I am ... I’m part of the planet but my role dictates that I 
need to be apart from it at times’ (drawing 28)
Drawing numbers 12 and 26 are multi-image depictions where the respondents, both Ward
Clerks, have dravm themselves surrounded by the elements of their jobs. They comment:
‘that’s me, divided into various sections: patients, nurses, doctors, consultants, 
that we all have to answer to ... the eye (the respondent herself) has got to be 
everywhere to make sure it’s running’ (drawing 12)
‘it’s all different jobs, not everything is on the ward, some of it’s from other
departments, ‘phoning up, questioning things, wanting answers... (you need) six
pairs of hands to do the job ... you’re just trying to juggle all the priorities’ 
(dravring 26)
In a similar vein, a Physiotherapy Assistant chose to represent herself in cartoon format
surrounded by paperwork and pencils and with beads of sweat flying off her brow:
The organisation comes at you, it sort of comes in waves... you’ve got your own 
work and then you’ll have a new audit or a new project... and you’ve suddenly 
got this pilp of stufyin front ofypu... paperwork is sometltipg tl^at in the last two 
or three ypqrs has jnçrpased - like quadnipjed - you to docqment everythipg 
... I jqst fppl soipetimps that fh? time we spenh with pqtients ... we’re just not 
treqtjpgthfm’C^ fawipgSh)
A depictiop is from a Wqrd Çlerk who has depicted herself as a dog (drawing 36) apd, although 
It also illustrates the notion pf cppjplpxity apd overload, her supporting cpmments lend it a more 
positive feel than the others in this grouping:
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‘it’s not an unhappy dog, not at a ll... but over the last fiveyears, thejob - the ^ pg 
- has got bigger and I suppose in a way it’s what you make of yourself as well... 
I’ve probably created half my gophering myself... I know I’m running around 
doing things .... I know why I’m running around doing things’
To summarise thus far, this chapter has moved away from the implication of existing research 
studies that the ambiguity perspective is concerned with the coming together, consciously, of 
pragmatic coalitions of individuals united over either temporary or ongoing salient issues to a 
position where these groupings appear to be accidental and unconscious aggregates of 
individualised meamng making. To take this one step further we can now consider a further 
discussion of the data in terms of coping mechanisms; the ambiguity approach posits that 
responses will tend to be either resignation, depression or active acceptance (Feldman 1991). If 
we return to the drawings we can attempt to identify those who, through their depictions, 
expressed these notions in various ways.
Taking Feldman’s notion of ‘depression’ first we can identify that it can be broadened out into 
the idea of isolation, encapsulisation and, even, active withdrawal - emotional detachment as it 
were. Respondents expressed the idea that they perceived themselves to be set apart from the 
organisation, either passively, as a result of their experiences within the organisation, or actively 
in that they placed thepiselves voluntarily into their own small cocoons. A subset of respondents
p  d isj^cf tlt^msplyqs, fropi sjfqqfiop. \n tltP fifSt ptpgofy - p ç  ‘passjvp’ ^ pqp  -
tewing nmbers 23 qn4 24 w  wq find snfipoiling evidence in the post-drawing interviews:
‘the “Faceless Wonders” - Trust Headquarters ... to me they’rç jqst names ... I 
don’t know any of them at a ll ... it’s (up at) St. James’s but it might be, I don’t
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know, Glasgow... I’ve drawn a pig on a tightrope ... we are piggy in the middle 
... you tell people you’re a secretary and I think they think you’ve got a soft job 
and you dfrpk your coffee and file ybUr nails’ (MecJiçal Secretary: drawing 23).
T wanted tp describe the blankness of the hierarchy above, that we really don’t 
know or bave anything to do with... I don’t feel thqt they have any idea what we 
do, really.... We are little ants, quite insignificant... (patients) are really... ‘phone 
calls and paperwork to u s ... you really only communicate through the telephone’ 
(Admissions Secretary: dravring 24)
The second subset, that of encapsulisation, is indicated particularly in drawing pqrabpf 25 in
which the respondent, the General Manager’s Secretary, has depicted a car representing the Trust
with one wheel as her division. She comments:
‘(I’m) a little spoke in a big wheel... I only think of myself as a little spoke ... 
when I first came here I think I’d have been possibly outside the car hoping to get 
in, but not part of i t ... you had to learn everything ... these are the poor little 
patients - they’re in the middle of the road ... I kept thinking, “well, put the 
patients in the car” but I couldn’t ... well, they’re not the same... we’re supposed 
to be the providers and they’re supposed to be the ones we’re treating’
A further drawing which indicates this sense of encapsulisation and intimates also active
withdrawal is number 1 where the respondent, a Health Care Support Worker, has actually drawn
herself to one side of the picture and enclosed herself in a box of dotted lines, stating:
I just do it, keep my head down... anything for a peaceful life, I think’
Drawing number 18 is of an incomplete jigsaw and the respondent, a Staff Nurse in one of the
Day Hospitals, has depicted her ward as a comer piece - ‘’cos it goes in first’ - and the shading
around the outside of the piece is representative of fur - ‘nice and soft and cosy and
accommodating’. This encapsulisation of both herself and the Day Hospital extends also to her
perception of the consultants who:
‘sit nicely into Trevor Howell ... I don’t really think about them in other 
departments’
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The final subset in this grouping is that which represents active withdrawal, either cognitive or 
- psychological, and we see this in drawing huirhbers 16,18,22,30 and 31. Dravring 16 is of a cut­
away section of a tall hospital building, the respondent, a Pool Night Staff Nurse has drawn 
herself and her patients in the basement of a building with several floors of management above 
her and £ signs prominently displayed. She expresses anger at what she considers to be waste 
at ‘management’ level while:
‘they’ve got mountains of care plans but you’ve still got patients with bedsores 
... we’re losing track... patients aren’t commodities... they’re trying to turn it into ; 
a profit making factory with patients coming out of the other end’
Her coping mechanism for this is to psychologically withdraw:
‘I’m here to earn money at the moment and that’s the only reason... if I could get 
the same money somewhere else with more sociable hours I would ... I didn’t 
used to be like that but now I am ... most people don’t do it ‘cos they love it, the 
do i t ‘cos they have to’.
Similar sentiments are also expressed in drawing 31 which depicts small fishes in a large pond:
‘I’m just one of those little ones svrimming about with everybody else, really... 
we’re all going the same way.... I suppose we’re all heading for the same point - 
the pay cheque at the end of the month! I come in and I do the job and go home ; 
and I don’t think about anything else ... I don’t think of the place when F ‘m not 
here! There’s people out there queuing up for your job so you basically do your 
job and keep your mouth shut... it’s terrible but you do’ (Night Staff Nurse).
Drawing number 18 is the chronological strip cartoon depicting the history of the Health Care
Support Worker and has already been mentioned. In addition to the meanings already discussed
of powerlessness and impotence we can also see withdrawal in the respondent’s comment:
‘you think if no-one cares about us, why should we care ... it’s like a complete 
lethargy - everyone thinks “Oh God, I’ve got to go to work now” whereas I used 
to come in here and I felt I was the bee’s knees - 1 loved it, absolutely loved i t ... . 
but slowly it’s all gone and now I couldn’t care less if I was here or not’
Similar sentiments are also expressed in drawing 30, completed by a Pool Night Staff Nurse. She
has drawn a pyramid with ‘escapees’ at the bottom and ‘new entrants’ higher up and expresses
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her wish to leave but recognises her inability to do so, partly because of the salary she is earning
and partly because of the sense of mutual support from other staff:
‘people are leaving... they’re escaping ... out from underneath and the ones left 
behind are rather sad. It’s not easy to go ... that’s why they’re squeezing ou t... 
a lot of people can’t leave i t ... there’s a great, sort-of nurturing environment here 
... you justify yourself escaping somehow... I’m envious of those people who do 
escape ... you wish you had the courage to do i t ... but I don’t. I can’t leave 
because of the money ... I bet you never thought you’d hear somebody in the 
health service say that, did you! I don’t consider myself to be poorly paid, I 
consider myself to be well o ff... we do keep each other up ... there’s a lot o f ... 
sisterhood for want of a better word ... you bolster each other up’.
Similar ideas of active withdrawal are also expressed in drawing 22 but, unlike the rather
negative depictions above, this respondent has chosen a positive approach to his withdrawal. The
drawing is a futuristic picture of tall buildings with long shadows and, slightly to the left of centre
is a small house. A Senior House Officer on his penultimate rotation, he views the different
shaped buildings as different people within the hierarchy and:
‘the small house is my own little house, my own little world... the Division and 
the Ward ... (the larger buildings) are the big boys ... and I’m staying out of the 
shadows... stand out from the crowd... my other option would have been lots of 
snarling and unhappy faces with me in the middle with a big smile... I just go on 
regardless... you don’t get a lot of encouragement from people... they’ll let you 
know when you’ve done something wrong or not quite right but you don’t get 
much feedback when you’ve done a “miraculous save” ... at the end of the day 
they (i. e. the consultants) don’t care whqt happens as long as sompope is looking 
q^er thejr pq^Gnfs covering the wqrds’.
Thp second of Feldman’s (jbid) categories is that of active acceptance of the ambiguities 
presented by the organisatiop qnd we can identify evidence of this in c|fawing numbers 3,7,20 
and 35.
Drawing 3 appears to be compj^ex in that it is a set of overlays but it i^  less complicated than at 
first sight. It represents a navigational map of an estuary with pilot’s npjps and a separate picture
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entitled ‘reality’. The depiction is a metaphor in itself for the complexities of organisational life
and in his comments the respondent cleàrlÿ recognises both the strength of the occupational
groupings and the reality of the pursuit of individual agendas mentioned above:
‘(we) kid ourselves that all the dinghies have got our standard sails up - if you 
were looking from Mars, I think you’d see a number... were very blurred... with 
different colours up completely ... more autonomous doctors ... individual sails 
flying the medical colours ... there’s an enormous range of things which drive 
against the given purpose... and they include some veiy narrow sectional interests 
like individual professions paddling their own agenda ... people being loyal to 
medicine or the Royal Colleges ... trying to steer a Trust against those opposing 
forces ... is almost impossible’ (CEO)
He demonstrates his acceptance of this in his comment:
‘There’s no point in the Trust Board arriving at the destination on its own... (but) 
if you went out and, sort of, spent some time in each of the dinghies with a 
different crew, a proportion of them would actually tell you that’s how they feel !
... I’m fairly clear (that) the flotilla will move there, the issue is by how much it’s 
by design, how much by accident... I toyed with the idea of making the Trust 
Boat the rescue boat but that... actually gives too much power to the Trust Board 
... the rescue boat can actually go and tow people off sandbanks, it can go back 
out to sea and drag people back whereas a dinghy is actually fairly powerless 
against a rescue boat and ... so the rescue boat is almost like a sheepdog and that 
isn’t the reality, the reality is the Trust Board is a dinghy and it’s still got to use 
the wind - it’ll be going round and round, signalling and... it’ll be in the middle 
of all this trying to do a sheepdog function but a sheepdog with two lame legs’
In drawing number 7 the metaphorical image, while appearing to be somewhat contradictory in 
that the respondent, a Health Care Support Worker, has drawn herself at the bottom of an 
inverted pyramid, appearing to hold up the organisation whilst also apparently being kicked is 
actually a very positive acceptance of the exigencies of organisational life. She comments that 
she is:
‘supporting the top bods... if you didn’t do your job they wouldn’t be able to do 
their job ... you are here to support... ‘cos you do get days when you’re at the 
bottom and you think, “Oh my God, do I have to wash another bottom” ... but 
there are other days ... when you feel, “Well, I’ve really done something good 
today... if somebody gets kicked above, then it comes down and down’
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Her positive acceptance of the organisation, together with her support for it, is further indicated
by her comments relating to the person kic^hg her in her depiction:
‘it’s supposed to be, like, the patients ... you try and do things for them and a lot 
of the time you get shoved away and I just did it like a kicking thing’
Drawing number 20 is a classic example of Saussure’s (1974) concept of motivated signs and 
is reminiscent of the four different iconic messages identified by Barthes (1977) in his analysis 
of the Panzani advertisement discussed in Chapter 3. This depiction, by the Office Manager, of 
a person slumped, exhausted, over a typewriter appears at first sight to be rather out of place in 
this grouping. However, her discussion of the drawing indicates a sense of optimism and 
realism:
‘when you go on a course, you think this place is awful... and you meet other 
people from other organisations and you think, “God, I’m lucky” because we are 
lucky: our management is wonderful, very understanding, they’re very supportive 
- what more can you ask from your managers? ... I think the patients are lucky to 
have an Elderly Medicine Department like this with such caring people in i t ... we 
all have our bad days but most of the time the care they get here is very good’
Drawing 35 has already been noted in the discussion of role issues above but it is worth noting
that the respondent is realistic and accepts that most of the issues are of her own making and,
depicting herself as a dog/dogsbody she makes the point that ‘it’s not an unhappy dog, not at all’.
Feldman’s (1991) final category of coping mechanisms is that of resignation - resigned realism, 
as it were - those individuals who whilst they accept the situation in which they find themselves, 
this is not always in a positive manner. We can see evidence for this in drawing numbers 8,19, 
22,24,30 and 36. Of these, the last five have already been discussed in some detail in preceding 
sections although it is worth recalling some relevant comments:
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‘My perception of the culture I’m working in ... I have no illusions about i t ... and 
at the end of the day when you’ve got a mortgage and a cat and a bicycle to 
maintain you need the money and you’ve got to get on and do the best job you 
can under the circumstances’ (drawing 19: Ward Manager, Palliative Care)
‘I just go on regardless ... It is a rite of passage for Junior Doctors to work long 
hours.... anybody who isn’t a consultant is a junior doctor - it’s really derogatory 
when you’ve been working for ten years ... but it’s just historic’ (drawing 2 2 : 
Senior House Officer)
‘I wanted to show that I was really insignificant.... another cog ... spokes in a 
wheel (but I’m not) an unhappy little ant, really ... I’m not desperately unhappy 
... I’m still here! (Drawing 24: Admissions Secretary)
‘I don’t think this place is any different to any other’ (drawing 30: Pool Night 
Staff Nurse)
Drawing number 8 is of an incomplete jigsaw. The respondent, a Staff Nurse in one of the Day
Hospitals, has drawn her ward as a comer piece in that jigsaw, commenting that the pieces do not
quite fit together because:
‘nobody has the same ideas exactly how to do things or how things are run o r ... 
have the same standards of care ... it’s not a nice smooth join ... there’s a bit of 
fnction ... (fitting the pieces together would be better but) I don’t think it’s ever 
possible in a large organisation... you could probably improve it to an extent but 
realistically....’
Although the metatheme of powerless, impotence and loss of control was identified earlier in this 
chapter and was linked to a second metatheme of ego-centrism, there is also evidence of a more 
positive side to this latter theme. The respondents have still placed themselves in the centre of 
the drawing but the secondary theme here is one of nurturing and protecting and can be 
demonstrated in drawing numbers 13.17,21 and 30. Of these, drawings 17 and 30 have already 
been previously discussed in some detail, however the remaining two have yet to be discussed. 
Drawing 13 is of a womb-like environment with the respondent, a Senior Staff Nurse, and her
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patient enclosed together while surrounded by other support functions. Whilst she indicates that
she sees her role as one of nurturing and j)fotecting, her comments also reveal a degree of
assumed power. This is interesting given the metatheme of powerless indicated earlier in this
chapter; it could be regarded that, powerless against ‘the organisation’, her only power source
comes from the occupation or profession: expert and information knowledge.
‘the middle bit is a womb ... with the umbilical cord ... this lifeline ... we are the 
lifeline when they come in ... and we can make the difference between life and 
death... I am the giver of care and that’s why I am inside with them ... that’s the 
way I see myself: I can transform information from all those people (outside the 
womb) into something that... may save a patient’s life’
Drawing 21 is a large coloured drawing of a flower garden and house surrounded by a fence and
the respondent, a Consultant, comments of her role:
‘the fence around it is the same colour as me because I see myself as not just 
having a co-ordinating role but sometimes a protective role ... outside there are 
all sorts of different people, some of them waiting to come in and some of them 
waiting to collect flowers. Some of them are very sad, some of them are very 
happy and some of them are quite angry ... I feel that one of rpy functions is to 
protect some of these other people from the anger... just growing the flowers is 
the easy b it... we need to protect ourselves ... five years ago ... the fence might 
have been a little hedge’
Earlier in this chapter two separate but connected metathemes emerged from an analysis of the 
data proposed by the drawings: one of a sense of powerless and one of ego-centrism and 
discussion thus far has tended to link the two. However, there is a further strand to this second 
theme which can also be associated with the coping mechanism, proposed by Feldman (1991), 
of active acceptance and whic|i we can see in drawing numbers 11,21 and 28. Drawings 11 and 
28 have been discussed in detail in a previous section but it is wor^ revisiting them at this 
juncture. Drawing 11, of cp|pured ship’s wheels, is interesting in (jiat although there is no 
indication of centrality in ten^p of where the respondent, a Ward Manager, has placed herself.
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her comments indicate that, for her, centrality means everywhere and anywhere at any one time:
T’m the different wheels sometimes and if you put all the cogs and wheels in as 
the organisation then, depending what you’re doing and where you are you can 
be a different one ... all the cogs are important to keep it running ... rather than 
saying that a domestic is lowly ... so they’re a little cog ... sometimes they have 
to be a big one because if they don’t clean a cubicle that’s been infected you can’t 
admit to that and it will Stop the organisation working’
Added to this sense of integration and flexible democracy is also the fact that the respondent can,
and does, step back from the world as just represented by her ward:
T’ve always thought that I am part of a big thing anyway... is isn’t just me and 
my ward... I try to think of the Unit and the Trust... I can see that it’s not just my 
ward that matters, or me that matters, it’s the whole thing that matters otherwise 
it doesn’t work’
The other Ward Manager drew a spaceship and planets and again from his comments we can
sense the same notion o f‘universal centrality’ expressed by the previous respondent. However,
although he also takes a holistic, integrated view there is less a sense of unity and his view is
confined only to his division:
‘this planet, this world here is where ... I’m working... but I actually saw myself 
in a spaceship ‘cos although I’m part of this planet... I need to be a step apart, or 
away from it, so I’m here and I’m circling and I come from i t ... I was looking at 
it purely from this Division, so all the planets I was looking at, associating with, 
are wards within this Division’ (drawing 28)
Interestingly these are only two of the drawings which, rather than expressing feelings of
powerlessness, seemed actively to embrace the power given by their role. Of further note is the
fact that these two respondents are in a position of middle management whereas, as we saw
earlier, the metatheme of powerlessness was expressed by both the very senior and very junior
members of the organisation. It would clearly be unwise, and indeed impossible, to draw firm
conclusions concerning the relevance of this finding based on only two drawings. A spurious
assumption could be made concerning role perception and clarity but this would be too obvious
and, as we saw in the earlier discussion, the issue of the changing role of the Sister/Ward
236
Manager was identified as an ongoing salient issue with differing views being held by 
respondents. However it is an area which wpuld benefit from further research and investigation.
The final drawing in this section, number 21, is of the garden and, although discussed previously, 
we can now take the Consultant’s comments concerning her role of protector and nurturer and 
add her perception of her role as a co-ordinator, both objectives being embraced in an attempt 
to achieve a unity. She comments:
T see myself as a sort of co-ordinator in a way... there’s lots of different groups 
of people, some planting the seeds, some watering and some cutting the flowers 
and they’re sort of how I see all the different things ... the different coloured 
flowers are the different pathologies and different conditions. The flowers that 
we’re growing are being processed at the end ready to go ou t... bunches on the 
table ready to be discharged home ... displaying the flowers nicely to make sure 
that everybody standing outside the fence is quite happy to take them’
We can see this centrality as evidence of the fact that she can take an overview - indeed given
her position in the hierarchy, would have to take such a view (although, interestingly, this
willingness is not shared by her Registrar as depicted in drawing 27) but, as with the previous
depiction (number 28), this view is limited to the Division and there is a sense of this respondent
only having a vague notion of the role of the Trust in her comment:
‘This is the office bit (indicating the house) which is like Trust pentral Office, so 
we have communicatiop thee and they gjye us the orders of whaj we’re contracted 
to do ... the people in fhe house have got briefcases or bits of paper ... they do 
other things in there as well... sell other things as well’
Individualisation of salient j s^ues
One of the metathemes identifjpd and discussed in the preceeding narr^(ive has been that of ego­
centrism, of the fact that respondents placed themselves, their rolp their problems, their
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perceptions and their coping mechanisms in a self-referencing manner within the context of the 
organisation and represented the organisatipp'from their vantage point. Another notion that was 
discussed in terms of the Ambiguity Perspective was that individuals formed pragmatic coalitions 
around temporary or ongoing salient issues. However, the data suggests that this was not the 
result of explicit negotiation and shared sensemaking, but rather that it was an accidental 
aggregation of the way in which individuals independently made sense of their surroundings. 
In order to take this notion of individuality and salience one step further we can consider what 
changes would have been made to the drawing over time: in other words would the change of 
context affect either signifier or signified?
This idea was approached in two ways: firstly fi*om an analysis of the general comments made 
spontaneously at both the scene-setting and post-drawing discussions and secondly as a result of 
a direct question when respondents with the relevant length of service were asked if their drawing 
would have been different had they been asked to do it some years earlier, in other words, prior 
to the formation of hospital trusts and, in the case of this particular division, prior to the major 
changes that were identified as salient issues at the beginning of this chapter and discussed in 
greater detail in Chapter 4.
If we look first at some of the spontaneous comments respondents made we find that the type of
depiction is capable of change depending on which issues are impacting on the respondent’s
perception at that immediate time:
T’m feeling really positive at the moment and that’ll reflect iq the drawing’
(Operations Manager)
T tried to concentrate on the positive aspects otherwise it gets yppy difficult. If 
you’d caught me at a patch where we’d got a lot of aggressi(j|p going on then
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maybe I wouldn’t have been smiling (in the middle of the garden)... I might have 
been holding some weedkiller or a machete! (Consultant)
‘probably which day you catch me would be dependent on how one-sided I am 
(between ward and Trust)’ (Ward Manager)
‘I’m being really cynical this week because I’ve been doing four people’s jobs 
because they’ve been off sick ... there was nobody here ... and I was getting 
ripped from every single... and everybody wanted a positive stroke but there was 
none coming back - hence the lions and the vultures’ (Senior Nurse Manager)
When asked if the reason why he had drawn his bosses but no patients in his picture was because
he was having an anti-patient day, a Senior House Officer’s response is insightful and reflective
of the fact that his drawing was mutable:
‘possibly, ‘cos I had the idea on the Sunday and finished it off on the Monday. 
Mondays for me are particularly bad ‘cos I’m supposed to be in about ten places 
at once... I was in Toronto this time last year and I was thinking, “God, Monday 
and I’m stuck here” ... it was even worse the week before ‘cos on the Thursday 
a year ago I was in Hawaii... you can imagine what it was like working that day!
A final comment worthy of note comes from the Chief Executive; it succinctly sums up this
notion that making sense of where you are is a distinctly personal concept in that when he
showed his depiction to other members of his management team:
‘people immediately understood what I was trying to say but I had to try to stop 
//zem /C (my emphasis)
Moving on to the post-drawing interview, respondents were asked directly whether the drawing
would have been different several years ago. Only one respondent reported in obviously positive
terms and that was the Chief Executive:
‘it wouldn’t have been a flotilla ... if I’d used a sailing picture ... it would have 
been more like the Solent on a Sunday afternoon... boats going all over the place, 
different shapes, sizes, colours and the Hovercraft weaving in and out to avoid 
them - it would just have looked fairly chaotic, I think’
The majority of respondents reported that the picture would have been different and some of their
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responses are reported below; certain words have been highlighted for emphasis and these will 
be discussed later.
‘The world felt a lot safer five years ago ... it was awfully (General 
Manager)
‘I would probably have drawn something that was flatter in the fact that I felt 
more people were pulling in the same direction ... it (was) a gentler kind of 
culture ... more family oriented^ (Operations Manager)
‘I don’t know if the fence (around the garden) would have been quite so bold ... 
there’s a lot more anger about (now) so five years ago perhaps the fence might 
have been a tiny little hedge’ (Consultant)
‘ (it might have been as solid as a brick wall) but not for hitting your head against 
... years ago there was much more of a community spirit among wards’ (Night 
Staff Nurse)
‘I think you’d have to go back further (than several years) to get a better picture 
... a p i c t u r e ’ (Pool Night Staff Nurse)
‘Yes ... I felt safer... much more secure ... now I’m not so secure and I’m not so 
certo'w’ (Ward Manager)
‘we used to be respected more as nurses by management and the sisters would look after 
you" (Pool Night Staff Nurse)
‘Yes, because we were at St. Mary’s and we were happier" (Admissions 
Secretary)
‘There was ... this feeling that people ... were valued for what they did’ 
(Registrar)
‘I think it would have been probably a more positive picture... (the river) would 
have been straîghter... the environment would have been more familiar and less 
hostile" (Superintendent Physiotherapist)
‘I used to walk the site most days, go into a ward just to see how things were 
going on ... Today if I pop in just to say “Hi” they’d probably be 5W5/7/CZOW5 
of our agenda’ (Operations Manager)
We can see in the use of the italicised words a change in the use of language; softer words such
as ‘safe’, ‘gentler’, ‘happier’, ‘secure’ and even ‘cosy’ occur when respondents consider the past.
As we saw earlier in this chapter when the metatheme of powerlessness was discussed, harder
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vocabulary is used when describing the present in comparison to the past - words such as ‘anger’,
‘suspicious’ and ‘hostile’ are mentioned. ' Qne conclusion to draw from this is that individuals
will usually always believe their memories of the past to be better than the reality of their current
situation: the ‘rose tinted spectacles’ phenomenon. However, if that is the case then we have to
give credence to, and accept, that this very individualistic and ego-centric process of sensemaking
will change over time - even perhaps that people make sense of their surroundings at the time and
then modify that meaning when comparing it to an existing situation. This issue can be further
illustrated by considering two final comments made:
‘I think it would have been similar but my perspective would have been different 
... with experience yow change the way you think" (Staff Nurse)
.
On a return visit to the division a year or so following completion of the primary research,
by chance the author met the Senior Nurse Manager quoted above who had, in the intervening
period, moved from a divisional clinical management role to a central administrative one. After
a general discussion regarding the progress of this thesis he remarked:
‘God, I dread to think what those pictures were like ... it wasn’t a good time for 
people in the Division .... if you went back and did it again I bet they’d be 
different, I know mine would... things have moved o n ... they’ve ... we We all got 
different things to worry about’
Thus far we have considered, and accepted, the notion that sensemaking is individualised and 
capable of change and, in analysing the drawings semiotically this chapter has reflected on the 
role of metaphor as a method of releasing these unconscious meanings. The final discussion in 
this chapter, therefore, is to return to the notion of the metaphor itself as a process or vehicle by 
which individuals can make individual sense of, and thus express, their situation as they perceive 
it in their organisations.
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The use and utility of metaphor '
In considering the utility of the metaphor à s f  vehicle for expression we need to look at the ease,
or difficulty, that respondents had in drawing and explaining the pictures: was it easier for them
to be able to express their feelings and unlock their individualised meaning making through
metaphor? For some insights into this we can turn to the interviews where the respondent was
asked to describe their drawing:
T think you can do it very quickly this way and it’s got the emotion, whereas the 
words get overused so they don’t have the same power any more ... I found this 
(drawing) quite powerful because it didn’t mean I had to, you know, describe it 
in words that didn’t mean anything’ (General Manager)
‘You know what thing are that affect you and it’s quite often quicker to draw a 
picture, because when you’re trying to write things down to discuss something 
it’s getting your brain to assimilate the information you want to give out in a 
sensible order ... it’s easier to draw without having to write a whole dialogue ... 
art has always been a good way o f ... describing something that is difficult, 
getting someone to express how they feel about something... that’s hard to do in 
words’ (Operations Manager)
‘Well, once you start drawing, you can go on for ever and ever... I wish I’d used 
a bigger piece of paper! ’ (Pool Night Staff Nurse)
‘It helps you to focus, doesn’t it? ... I knew what I wanted to do’ (Pool Night Staff 
Nurse)
‘I’ve never had to do anything like this - to think about... to put into pictures your 
thoughts about something... it’s been interesting... I didn’t have a problem with 
the ideas’ (Ward Clerk) .
‘Yes, but I’m naturally good at drawing ... I’m not naturally good at talking’ 
(Physiotherapy Assistant)
Even those respondents who initially expressed reservations found that their opinion had 
changed:
‘I didn’t find it difficult to draw - 1 thought I would bu t... when I thought about 
i t ....’ (Ward Clerk)
‘No ... I’m n o t... an arty person (but) ... I suppose in a way it was easier than
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trying to explain it’ (Senior Staff Nurse)
‘At first you think, “Oh, no, nof à; drawing” but then you can actually put 
something down like that - you can see it rather than trying to explain it all’ (Pool 
Night Staff Nurse)
‘I think it depends how good you are at visualising - 1 don’t think I’m that good 
(but) I suppose the picture says it all, ‘though... when you do stop and think, it 
wasn’t too difficult - it’s just something that I don’t tend to do actively’ (General 
Manager’s Secretary)
‘I don’t know. I’ve explained it for me ...’ (Staff Nurse)
‘I came at it from where my thoughts were... once I’d thought about it, it became 
easier’ (Senior Nurse Manager)
Additionally for some respondents it appears to have been quite an insightful exercise in that it
did facilitate the way they made sense, in their own individual way, of their environment:
‘I thought “Oh bloody hell. I’ve got to draw a picture” and I was getting all 
worried and then I thought “where do I see myself in the organisation” and I 
suddenly thought that that was an easy way of explaining how I feel and it’s 
actually quite a good way of doing it’ (Ward Manager)
‘I thought I would be able to talk about it in five minutes but then when I started 
I kept thinking to myself, “Oh, yes”, I hadn’t realised just what I’d put into my 
drawing, I hadn’t really realised how I saw things... you can let your imagination 
go ... when you talk about it you have to substantiate it in words what you mean 
and that’s more difficult’ (Junior Occupational Therapist)
‘It’s easier to ... establish it in your mind ‘cos I don’t necessarily think about it 
normally... it made more sense to me as weir (Staff Nurse)
‘I felt, in a wayl looking back on what we were talking about before... that it got 
a bit, maybe more on the downside than the upside and that maybe I talked about 
... not so much my role... (but) my role as making life easier for the nurses... and 
then to draw i t ... I think actually that’s pretty good because that (i.e. the picture) 
does say a lot’ (Ward Clerk)
‘I found it very hard to do this straightaway ...it’s interesting that I’ve ended up 
with a climbing theme ‘cos I hate.... heights and I’m aware that I’ve chosen a sort 
of challenge to me’ (General Manager)
Clearly, then, the actual exercise of depicting how respondents made sense of the working
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environment around them proved to be possible, if challenging. Indeed, in some cases this
even proved to be insightful in terms of bnhgfig the unconscious to the conscious. However this 
latter point is important in that if respondents were forced, by the act of drawing their 
organisation, consciously to confront the ‘culture’ in which were involved, how difficult and/or 
depressing was this experience? Their responses can be categorised into five areas, loosely 
following that proposed by Feldman (1991) in terms of how people cope with organisational 
ambiguity. Certain words and phrases have been highlighted and will be discussed later.
The first category were those who did find the exercise depressing and their comments indicate
a degree of surprise that this was the case:
‘I cried for about an hour. Now it wasn’t just about, you know, how bad 
everything is, ‘cos what happens is that it makes you confront the fact that it is 
sh it... I used to use this kind of thing when I was an OT years ago and I had 
forgotten how powerful it can be’ (General Manager)
‘I think it is depressing i f  you dwell on i t ... ‘cos it’s so nice here ... we get on 
quite w ell... and I don’t have to go out of i t ... it’s nice and protective ... that’s 
why I don’t like taking patients to a ward ‘cos it reminds you of how horrible 
things can be’ (StaffNurse, Day Hospital)
‘To be honest, yes ... I suppose we’d all thought about “Oh yeah, you know. I’m 
not valued” ... but when I went away and thought about it, I thought, “My God, 
yeah” ... I suppose I  have thought about it more this week, certainly... you think 
twice now about your value and about what people think o f you and what your 
jobsworth is ... and basically don’t take the bullshit when people praise you ‘cos 
they want something out of you’ (Ward Clerk)
A sub-category of this is a Ward Clerk who initially agreed to the exercise and then, at the
meeting to discuss her drawing admitted that she had not depicted anything (although she then
did the drawing while the author was present). She appeared initially to be fixated on the idea
of drawing something rather than what it represented, commenting:
‘I just find (it) totally mindblowing ... the thought of drawing something just 
makes me freeze’
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This could represent a shortcoming on the part of the researcher in failing to explain the purpose
of the process in a way in which the respohd&t could understand but equally it could also reflect
how she perceives herself in the organisation in not wanting to confront her environment; in her
drawing (number 1) she has isolated herself to one side of the drawing and, during the interview,
makes the comment:
T just do it, keep my head down ... anything for a peaceful life, I think ... you 
could draw a dotted line around me (zJoes 5o)’.
A second category admitted to finding the exercise depressing but also expressed a degree of 
realism:
‘A little bit (depressing)... you don V think about it every day ... but that’s the 
culture you come into ... you don’t expect to come into the job thinking 
everything’s going to be wonderful... it’s annoying but it’s the culture’ (Junior 
Occupational Therapist)
‘Yes ... except that I’m here to earn money at the moment and that’s the only 
reason I’m here’ (Pool Night StaffNurse)
‘I suppose it is depressing ... /  think it is depressing - certainly down the lower 
levels - the “workforce” - we do keep each other up ... fear keeps people on their 
toes a lot’ (Pool Night Staff Nurse)
A further group found that the exercise, far from being depressing, was actually cathartic or 
therapeutic:
‘Yes, I suppose so  ^cos you do try and ignore where you 're working don ’tyou?
You do try and shut it out and push it to the back o f your mind... (but) I think in 
a way I quite liked doing it because you’re being heard knowing that it's safe .. 
no-one is going to come along and threaten you vdth what you’ve drawn ... 
you’ve got to be careful what you say to people’ (Health Care Support Worker)
‘A cathartic thing... therapeutic ... it’s like when you go on a course, you think 
this place is awful... you meet people from other organisations and you think 
“God I’m lucky” ... no, it made me feel more positive so, when I was doing this 
drawing last night, I actually thought, “Well, I don’t know if I ought to be 
slumped over a typewriter... perhaps fought to be sitting up and thinking “God,
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this is good”’ (Office Manager)
‘No, I actually found it quite therapeutic - 1 felt quite good after doing it ...I have 
no illusions about (the culture) I’m working in ... I’ve seen it in action too often’
(Ward Manager)
‘It actually made me feel better... ‘cos I felt... my overall impression o f where I  
actually work is better than I  thought it was going to be ... it’s only when we’re 
not all here and we’re already stretched ... but that actually made me feel a bit 
better than how I’ve been feeling of late... so it was quite a fun thing to do, really 
... I think when things get bad in the friture I’ll just think of it as a jigsaw and 
imagine one piece out of it’ (Physiotherapist)
The highlighted words in both groups of responses are interesting in two ways. Firstly they
confirm that the majority of individuals are not consciously aware of how they make sense of
where they work until it is brought to their attention through such a device as depicting it
metaphorically. Secondly, although for some it seems to have realised their worst unconscious
fears, for others it was a therapeutic exercise in that it enabled them to be able to think more
positively about their organisation. However, to these comments must be added that made by
the Health Care Support Worker who, echoing the metatheme of powerless discussed earlier,
clearly found the exercise therapeutic only because she felt that she could disclose to someone
outside the organisation.
It is difficult to ascertain whether the fourth group of comments express simple realism or 
emotional detachment
‘No, not really ... I think I’ve got fairly realistic views about what it’s like here 
and it is a bit depressing’ (Night StaffNurse)
‘No, I can see the funny side to it - that’s why I drew is (as a cartoon)’ 
(Physiotherapy Assistant)
‘No, I think it tends to be a way of life now with the Health Service and the job’
(Pool Night StaffNurse)
‘No, not really ... I mean I can see that there is a lot of depression around but I
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don’t know if that’s people with their jobs, their home life or people who would 
be like that whatever they were doing’ (Ward Clerk)
‘No, I’m a realist... I’m the ostrich arid I use it to my advantage sometimes’ (Staff 
Nurse)
A final group, far from finding it a depressing exercise actually expressed feelings of self­
empowerment somewhat removed from the overall metatheme of powerless identified earlier:
‘No ... I felt that I was at a stage where, really, it’s my choice of what I want to 
do’ (Senior StaffNurse)
‘No ... my approach has always been that if I don’t like it I try and do something 
about i t ... I recognise that there’s limitations as to what I can do and I won’t be 
able to, sort of, change a lot of things but I suppose I’m not terribly passive to 
these things ... if I don’t like it then I will act on i t ... ‘ (Ward Manager)
‘No, for me, it’s not ‘cos I feel that I’ve got something to aim for, I can move up 
(the ladder)’. (StaffNurse)
Thus we can see that the use of metaphor as a vehicle to enable individuals to express how they
engage with organisational realities has been a useful exercise in that it appears to have
compelled them to confront what, until now, has been a largely unconscious process, with a
variety of results.
In summary therefore, this chapter began by addressing the notion of culture as a sense making 
mechanism from the perspective of ambiguity which suggests that there is no clear interpretation 
of this phenomenon but rather that it can be viewed from different, and differing, perspectives. 
The analysis sought to move away from the idea of collective sensemaking as something which 
is both negotiated and static. What little research has been undertaken using this approach 
considers ambiguity at three levels: organisational, occupational and individual - pragmatic 
coalitions and patterns of connections are formed around what are identified as temporary salient 
issues. Analysis of the data did, in fact begin to identify the emergence of these coalitions not
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merely in response to the issues deemed important at the time but also in terms of ongoing 
salience of other issues. However, what the.data also, importantly, suggested was that these 
aggregates of sensemaking were arrived at accidentally and were the product of common 
experience rather than shared meaning. Given, then, that making sense of an organisational 
setting at any given time seemed to be very individualised and internalised rather than a 
collective, negotiated process, the chapter then turned to an analysis of the drawings themselves 
to consider the connotative meanings contained in them. Two related metathemes emerged, both 
from the drawings themselves and also from the language used to explain and clarify the 
depiction, that appear to confirm this individualisation. Firstly there was a clear tendency 
towards ego-centrism or self-referencing by respondents and secondly a strong indication of 
individually experienced powerlessness, loss of control and impotence - almost a sense of 
victimisation - expressed both directly in their comments and indirectly by how they chose to 
depict themselves.
Within the two metathemes there also emerged various sub-themes which were both positive and 
negative. The metatheme of centrality and self-referencing, whilst largely negative also
indicated, in some o f  th e  depictions, a positive role of nurturing and protection. The second
metatheme indicated powerlessness, expressed both explicitly in the depictions of journeys 
(whether climbing a cliff face or being carried along on a river, to name but two) and implicitly 
in terms of, for example, the respondent as piggy in the middle. In considering the coping 
mechanisms for this powerlessness several active and passive themes were identified including 
active acceptance or active withdrawal and resignation or resigned realism.
The chapter then finally considered the utility of depicted metaphor as a vehicle for bringing
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meaning making mechanisms to the forefront of individual consciousness. It was found that this 
proved to be a useful, although sometinies challenging, process for respondents. Additionally 
an analysis of the data revealed that the depictions were mutable and dependent upon individual 
perceptions of the salient issue at the time of making the drawing.
Previously we have considered the varying routes and vehicles which may help us to complete 
our journey but this chapter has also brought to light the fact that there are different approaches 
to arrive at the final destination contingent upon personal predilections and agendas. To maintain 
the journey metaphor, if twenty taxi drivers were asked how they plan to deliver their fare from 
Portsmouth to Heathrow, twenty different personalised routes will be given, some related to 
current roadworks, some related to speed ofjoumey and some related to an avoidance of the M25 
based upon the fact that they were, the previous week, trapped in a long tailback due to an 
accident. If the same twenty taxi drivers were to be asked the same question at a later date it is 
very possible that their personalised routes will have changed. Equally if the taxi drivers were 
to be asked the question in a group discussion then it is very possible that they would be surprised 
at the degree of commonality achieved.
Where does the joumey proceed from here? The following, and final, chapter concludes by 
linking the findings in this and the previous analysis chapter to both the discussion presented in 
the literature reviews and to the original research aims: to ascertain whether the original 
destination has been reached, what detours have happened and how future travellers may like to 
plan their own joumey to a related destination.
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CHAPTER?
CONCLUSIONS
CONCLUSIONS /
This chapter has several purposes. Firstly, rt’.aims to draw together the strands of the argument 
presented in the development of this thesis and to assess these in the light of the empirical 
research. A second purpose is to revisit the research aims discussed in Chapter 1 and to consider 
how, and to what extent, the research findings have answered these questions, including a 
discussion of how the particular research method has informed our knowledge of cultural 
sensemaking in organisations. The penultimate section discusses how the research may be taken 
forward and the concluding section of this chapter takes the form of an epilogue which considers 
the personal joumey which has been undertaken in the writing of this thesis.
It is appropriate, therefore, at this stage to retum to the central themes and assumptions discussed 
in Chapters 2 and 3.
Organisational Culture
Chapter 2 considered the two main approaches which have been taken thus far to conceptualising 
the notion of culture. The first, termed variously ‘managerial’, ‘applicable’, ‘prescriptive’, 
‘rational’ or ‘espoused theory’ (Argyris and Schon 1978), takes the view that culture is something 
the organisation ‘has’, a variable which is capable of being manipulated in order to enhance 
organisational performance, increase levels of employee commitment and, some would argue, 
to increase managerial control. Although the culture-performance relationship has never been 
definitively demonstrated, it is easy to see how this particular view has proved popular, albeit 
possibly as a ‘quick fix’ (Kilmann 1984) with both practising managers and ‘pop management’ 
writers alike.
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The second approach to the study of culture takes an anthropological stance; termed variously 
‘descriptive’, ‘interpretive’, ‘analytical’*br-‘theory in practice’ (Argyris and Schon 1978). It 
considers that culture is something the organisation ‘is’, a learning process (Davies 1992), a 
product of the collective unconscious arising as a result of negotiated and shared meanings which 
are coded as symbols. This approach views culture as something which simply exists, the 
subconscious assumptions and values which guide behaviour and of which organisational 
members are unaware. Accordingly, this view of culture contends that it cannot be created or 
managed (Martin and Siehl 1983). There is, therefore, a divergence in terms of how the research 
thus far has been undertaken which is contingent upon which of these two very distinct and 
opposing stances have been adopted: either a search for a performance relationship or a search 
for meaning.
A third, and relatively recent approach to the study of culture, the Three Perspective Framework 
(Frost et al 1991), contends that in addition to considering culture from the two traditional 
approaches, a Fragmentation Perspective should also be taken which recognises that ambiguity 
is inevitable: there is no clear consistency or inconsistency - indeed there will be fluctuating 
patterns and degrees of consensus based on what are considered to be the current, or temporary, 
salient issues.
The argument put forward by the ‘social emergent’ school is that a major need, or activity, of 
individuals is to make sense of the world, or organisation, around them; culture, therefore, can 
be viewed as an umbrella term for the extent and depth to which sensemaking meanings are 
shared. The concluding section of Chapter 2 considered this issue of ‘conscious collectivity’, 
positing the notion that the literature thus far does not really differentiate between ‘meanings’
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and ‘experiences’ and does not really give any consideration as to how these, if so deep seated, 
can be uncovered or discovered. LinMhg bii from this, the chapter also issued the caveat that the 
assumption of ‘shared and negotiated meanings’ may well be spurious. If we consider the 
preformative approach, originally proposed by Bruno Latour (1986) and discussed by 
Czamiawska-Joerges (1991), then individuals define for themselves what their culture is 
concerned with. If we overlay onto this the fi*agmentationist notion of ambiguity then we have 
an alternative approach to the consideration of ‘culture’: individuals may share a common 
experience, orientation, or purpose, but they vary at different times as to what this experience, 
orientation and purpose means. If this is the case then it is necessary to utilise the Three 
Perspective Framework (Frost et al 1991) which extends the ‘either/or debate’ to one which 
posits that ‘it can be both, or neither’. A proposition was advanced that although there exists, 
to a greater or lesser extent, systems of shared meanings in organisations which enable 
individuals to make sense of their environment, and although these systems of shared meanings 
can be aggregated into the term ‘culture’, the extent to which they can be termed so and the 
robustness of these expressions as cultural forms is open to question.
This suggestion then raises the issue of how best to attempt to measure and analyse the extent 
and depth of these meanings. Anthony has commented that culture is ‘unperceived by those who 
share it and difficult to penetrate by those who do not’ (1994:52); a systematic ethnographic 
approach, therefore, raises problems in terms of exploring to sufficient depth the overlapping 
components of culture together with the inherent subjectivity of the researcher in terms of 
interpretation. If we take the view that culture is composed of sets of (possibly) shared, but 
largely unconscious, meanings then how can we begin to liberate these meanings in any 
‘meaningful’ form? The research reported here concentrated on the use of metaphor and this is
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discussed both in the section below and a subsequent section which considers the efficacy of this 
device as a research method. ^ *
Sensemaking, metaphor and semiotics
Chapter 3 focussed on these three areas since in order to examine the notion of meaning making 
it is necessary to examine the process of sensemaking in general, the role of metaphor as a 
communicating bridge between the literal and the symbolic and a consideration of these two 
aspects within the general context of semiotic analysis.
In Chapter 3 we saw that sensemaking is a cyclical process which occurs within a frame of 
reference, an unconscious searching for something which an individual has made sense of in the 
past and which can be compared to a current situation (either by similarity or contrast) in order 
to construct meaning and ‘make sense’. In addition, sensemaking can also become much more 
of a conscious process when non-routine or unexpected situations occur. Sensemaking can be 
both individual and collective through shared views and interpretations of the world, although 
this sharing does not necessarily have to be consummate (Trice and Beyer 1993). It is both a 
natural and necessary process with which individuals have to engage in order to construct a 
reality for themselves.
However, Weick (1995) highlights an important issue, that of the difference between 
sensemaking - the process , and the interpretation of sensemaking - the product. This point is 
also made by Reason and Hawkins (1988) who content that whilst we need the creative 
framework of, for example, stories, to show meaning through language, they ask that when 
telling such stories are we creating meaning or discovering it? This latter point takes us on to a
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discussion of the use of metaphor to unlock the meamngs by which individuals make sense of 
their surroundings. '
The principal feature of metaphor is its ability to allow the transposition of one thing to another, 
to make the unfamiliar familiar. We use it to make our own individual, peculiar and particular 
sense of the world, to clarify ambiguity, assist in thought and facilitate expression of the 
subjective (Kendall and Kendall 1993) - indeed Tsoukas (1991) suggests that metaphors not only 
describe reality but aid in constructing that reality and, therefore, how it ought to be viewed. 
Ortony (1975) describes three main attributes of metaphor: their compactness, in that they are 
quick, concise and effective; their ‘inexpressibility’ in that they are called into play when we are 
unable to express ourselves literally and their vividness since their use provides an increased 
emotional and cogmtive impact. Whilst the use of metaphor has been acclaimed by many 
researchers (see, for example, Barrett and Cooperrider 1990, Morgan 1980, 1981, 1983, 1986,
1993), it is not, however, without its detractors who question the uneasy relationship between the 
literal and the metaphorical (Chia 1996) or who describe its use as an investigative tool as inexact 
and unscientific (Beer 1981, Boulding 1987, Bourgeois and Finder 1983, Tsoukas 1993). This 
last comment could be considered as the very reason not to employ metaphor in studying 
organisational culture: an inexact and unscientific method used to investigate an inexact notion. 
However if metaphors can be used to unlock, or surface, the hidden meanings by which 
individuals make sense of their environment and if these metaphors are analysed for these 
meanings, then the negative implications of the comment become, instead, positive. Therefore 
it is the method used to analyse these metaphors which becomes all important.
The study of semiotics seeks to understand how signs perform or convey meaning within a
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particular context (Manning 1987). Signs consist of a signifier, or expression, and a signified, 
or content, which completes the meaning\of the expression and these are defined by an 
interprétant or context. Signs can be motivated, where there is a simple and obvious connection 
between signifier and signified, or arbitrary, where more complex associations have to be made. 
Originating in linguistics and building on the work of Saussure (1974), it was transmuted into 
social anthropology by Lévi-Strauss (1962,1966,1972) and into the area of social commentary 
by Roland Barthes, a French philosophe who was concerned with the relationship between the 
literal and symbolic messages contained in images. Barthes contended that all images have two 
levels of meaning, a primary level which he termed ‘denotative’, or literal, and a secondary, 
deeper, level which he described as ‘cormotative’. These two levels of meaning can be linked 
to his further proposition that signs have two purposes, anchorage and relay; anchorage 
represents a selective clarification of text while relay, in addition to clarifying the text also 
advances the meaning by setting out meanings which are not found in the image itself. The 
generic model developed in Chapter 3 synthesises the approaches taken by Saussure and Barthes 
into a method which was subsequently employed in analysing the primary research data.
We can now take the discussion one stage further by considering the process by which 
individuals manage their sensemaking through the use of symbols. Here we can identify the link 
with semiotics which suggests that symbols are signs which express more than their intrinsic 
content, indicate both cormotative and denotative meanings and, in an iterative process of 
creation and recreation, can occur from any object, action and/or event. Pondy et al (1983) 
further suggest that they can vary in their degree of complexity, are created consciously or 
subconsciously and vary in the extent to which their meaning is shared. This latter point is 
amplified by Weick (1995) who concentrates on shared experiences rather than shared meanings
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suggesting that individuals either come to an agreement as to how encode and talk about shared 
experiences or avoid this summarising arid establish a common referent by encouraging people 
to talk about these experiences: thus culture becomes ‘what we have done around here’ rather 
than ‘what we do around here’.
In summarising thus far, it has been suggested that shared meaning, shared understanding, shared 
sensemaking and shared experiences are all different ways of describing culture (Morgan 1986, 
Weick 1995). Sensemaking helps us to construct our identities and impose a meaningful order 
on reality (Berger and Luckman 1966) and this is expressed in various symbolic ways, one of 
which is metaphor. Whilst the literature emphasises the notion of ‘culture as sharing’ it also 
makes the assumption that this is achieved through unconscious negotiation and renegotiation 
of meamng; thus culture becomes a product of the collective unconscious. This thesis casts 
doubts on this assumption in terms of the extent and depth to which this unconscious sharing 
occurs. In order to consider to what extent the empirical findings underpin this view we need to 
return to the research aims identified in Chapter 1 and to consider to what extent these have been 
met.
The general research aim was to consider a new and alternative approach to conceptualising 
orgamsational culture, given the contentious nature of the notion that culture exists in 
organisations as a meaning making mechanism which is shared to a greater or lesser extent by 
participants. From this aim several specific research objectives were derived:
-  to what extent of degree and depth are meanings negotiated, common and/or shared, by 
organisational members? Is there a difference between shared experience and shared
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' meaning?
-  how conscious are individuals of tiidse meanings (and the meaning making process) on 
a day to day basis?
-  if organisational culture is something the organisation ‘is’ rather than ‘has’ and arises out 
of a meaning making process, how stable is the concept over time?
-  how useful is the employment of metaphor both as a process and a methodology for 
expressing meaning making?
-  how does the use of both pictorial representation and its analysis using a semiotic 
approach inform our understanding of culture and meaning making in organisations?
The discussion below takes each of these objectives and considers them in greater detail.
Extent and Depth of Shared Meanings
In order to consider this research objective we must turn to the discussion of the data contained 
within Chapters 5 and 6 . The preliminary analysis undertaken in Chapter 5 used, as its 
framework, a generic model of social semiotics. Although this analysis was useful in 
determining the denotative and cormotative meanings within the depictions, merely placing the 
drawings into categories did not, in itself, develop our understanding of either the role of 
metaphor in the sensemaking process or the extent and depth to which meanings were shared and 
common. Indeed, although several categories of metaphor were identified there was no 
correlation between the type of depiction chosen by respondents and the themes and meanings 
which were isolated by studying the cormotative meanings identified within the drawings 
themselves.
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Concentrating, however, on the connotative meanings contained within the depictions two 
metathemes emerged. The first of these .‘fyas concerned with the notion of ego-centrism; 
respondents saw the organisation from the vantage point of themselves, their role, their 
problems, their perceptions and their coping mechanisms. The second metatheme identified 
was that of powerlessness, loss of control, impotence and vulnerability largely as a perceived 
result of either respondents’ position within the organisational hierarchy or the force of external 
events. Within this, a subsidiary theme of role complexity, confusion and duality also emerged. 
Although there was some contradictoiy evidence which suggested that some respondents actively 
embraced the power accorded to them by their role, this was limited and inconclusive.
Thus far, therefore, we have been able to identify two distinct, but related, metathemes from the 
analysis: ego-centrism and a sense of impotence, of being ‘done to’ by ‘they’ or ‘it’. This notion 
of self-referencing can be taken fiirther if we consider the data in terms of an ambiguity or 
fragmentation approach.
Martha Feldman proposes that where there is ‘no clear interpretation of a phenomenon or set of 
events (ambiguity occurs) ... the facts that are or could be available support more one than 
interpretation’ (1991:146); Chapter 6, therefore, developed the preliminary ‘organisation of 
metaphors’ into an analysis of the ‘metaphors of organisation’ (Grant and Oswick 1996) by 
considering the depictions from an ‘ambiguity approach’ (Risberg 1999). The difference 
between this approach and that undertaken in the preliminary analysis was that it took the concept 
of organisational culture one step fiirther; rather than looking at patterns of common meaning, 
shared statically, to a greater or lesser extent by individuals, it accepts, embraces even, the notion 
that ‘ambiguity is ... the way things are, as the “truth”, not as a temporary state awaiting the
259
discovery of “truth”; (Meyerson and Martin 1994:122).
A further distinction which differentiates the ambiguity perspective from traditional approaches 
is that the latter concentrates on shared meanings while the former gives credence to the notion 
of individual meanings. Although this notion of the individual’s multiple interpretations 
forming the building blocks of socially constructed and negotiated meanings is not by any means 
a new one (see, for example, Smircich 1983), other research took the concept further by 
proposing that whilst there exist in organisations pragmatic coalitions seeking a degree of goal 
consensus, individuals do not abandon their own individual aims but rather subjugate them to 
the immediate needs of the group (see, for example, Putnam 1983, Risberg 1999). The ambiguity 
approach contends that these pragmatic coalitions form, and reform, around what are perceived 
to be the current, and temporary, salient issues affecting them; groups will strongly agree, 
strongly disagree or be indifferent to these issues.
With this ambiguity approach in mind, further analysis of the post-drawing discussion with 
respondents identified what were considered to be the salient issues occurring at the time of the 
primary research. Three major concerns were identified: the rationalisation of wards and sites; 
inter- and intra-site conflict and uniforms. Within each of these it was possible to identify clear 
coalitions who each perceived these issues in different ways and whose perception changed as 
their coalition membership, usually for pragmatic reasons such as promotion, or merely the 
passing of time, changed.
Additionally to these temporary salient concerns, other, wider issues emerged, for example what 
the organisation is concerned with as opposed to what it should be concerned vrith, what
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performance is expected and how that performance is rewarded. The analysis indicated that, far 
from being temporary, these issues were .ongoing and it was possible to identify groups of 
individuals who do, indeed, agree or disagree strongly or are simply indifferent.
However refreshing the notion of ambiguity may be to those who are uneasy with the bi-polar 
approach to the study of cultural meaning making, the literature relating to ambiguity continues 
to imply that these pragmatic coalitions are aware of themselves as such, that they consciously 
form and reform around salient issues, whether temporary or ongoing. However from an analysis 
of the data in this thesis, with the exception of the occupational group of physiotherapists and 
occupational therapists and, to some extent, the night nursing staff, there is little evidence to 
suggest that these coalitions were aware of themselves as such. This then questions to what 
extent and depth meanings are shared and suggest a possible and crucial difference between 
shared meaning and shared experience. The data suggest that rather than representing shared 
and negotiated meanings, these coalitions are contingently constituted aggregates, 
umntentionally and serendipitiously arrived at, most likely as a result of common experience 
rather than consciously shared meaning. Similarities of experience have led individuals to 
amve independently, rather than through interaction or negotiation, at similar interpretations.
The second research objective was concerned with how aware individuals were of the meanings 
they made of their environment, and the meaning making process itself on a day to day basis. 
We need to consider this in tandem with part of the fourth objective: the utility of metaphor as 
a process for expressing this.
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Self-awareness of the process of meaning making and the utility of metaphor
Chapter 3 discussed the idea that sensemakrfig was generally an unconscious process and cited 
the work of Ring and Rands (1989) and Gioa and Chittipeddi (1991) in particular, who proposed 
that meaning making was both a private and singular process which facilitated the development 
of individual cognitive maps of their environment. The findings fi*om the data, discussed above, 
certainly bears out the notion of the individuality of the process but in order to consider this 
objective in detail we need to turn to the interviews where the respondent was asked to describe 
their drawing: was it easier for them to be able to express their feelings and unlock their 
individualised meaning making through metaphor?
An analysis of respondents’ comments in Chapter 6 revealed that the exercise of depicting how 
respondents made sense of the working environment around them proved to be possible, if 
challenging, and, in some cases, insightful, in terms of bringing the unconscious to the conscious. 
We can take this latter point further by considering the question asked of respondents as to how 
difficult and/or depressing they found the exercise to be in that it forced them consciously to 
confront the ‘culture’ in which they were involved. By highlighting the words used to answer 
this question, their responses can be grouped into five main areas, loosely based on the model 
proposed by Feldman (1991) of coping mechanisms and discussed in Chapter 6 : those who found 
it clearly depressing; those who found it depressing but were realistic about this feeling; those 
who found it therapeutic or cathartic and those who, it might be considered, expressed feelings 
of either simple realism or emotional detachment. A final group appeared to contradict the 
overall metatheme of powerless discussed above in that they found the exercise to provide a 
degree of self-empowerment..
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The responses appear to confirm that the majority of individuals are not consciously aware of 
how they make sense of their milieu until if  is brought to their attention through a device such 
as metaphorical depiction; for some the exercise appears to have realised their worst unconscious 
fears about their feelings for the organisation while for others is was therapeutic in that it enabled 
them to be able to perceive their situation in a more positive light.
The third research objective posed the question that if organisational culture is something the 
organisation ‘is’ rather than ‘has’ and arises out of a meaning-making process, how stable is this 
concept over time? In order to address this we need to consider it together with the first 
objective, the individualisation of the sense making process.
Stability over time
The original question posed at the post-drawing interviews was whether the picture would have 
been different had respondents been asked to draw it some years earlier. The intention was, in 
the somewhat naive view of the researcher at the beginning of the data gathering process, to 
ascertain whether there would be a difference between, for example, a fishpond now and a 
mountain five years ago. The naivety of this assumption has been proved in categorisations of 
drawings discussed in Chapter 5 which, while useful were not particularly insightful. However 
this somewhat artless and ingenuous question did, in fact produce some interesting results.
When we look at the language used by those respondents who said that their drawing would have 
been different we see a change in use of words. Much softer, and more positive, vocabulary is 
used to describe the past, whilst, in speaking of the present, the use of harder and more negative 
vocabulary links back to the metatheme of powerlessness discussed earlier. Sceptics may argue
263
that this is simply a vindication of the ‘rose tinted spectacles’ phenomenon, and, indeed, it may 
be so. In fact, if it is so, then we KdVe'tp give credence to, and accept that, this very 
individualistic and ego-centric process or sensemaking will change over time, indeed, when the 
researcher returned to the organisation a year or so following the completion of the primary 
research a comment was made by one individual to the effect that if the exercise were to be 
repeated, the drawings would be yet again different.
The issue of time in relation to this individualisation is important in lhat, even before this 
particular question was asked, there were spontaneous comments from several respondents which 
indicated that the depictions they would have chosen would have varied depending on how 
positive or negative they were feeling toward the organisation and their individual role within 
it at the time.
Chapters 4 and 6 both described in some detail the changes which were occurring in the 
organisation at the time that the primary research was carried out. If we consider these changes 
within an ambiguity framework then there is evidence to suggest that how individuals describe 
their ‘organisational world’ is capable of changing, not only in the longer term originally 
proposed by the research but on a daily basis dependent upon what they perceive to be the current 
salient issue, whether that be temporary or ongoing.
The final research objective to be reviewed is to consider how the use of both pictorial 
representation and semiotic analysis informs our understanding of culture and meaning making 
in organisations and in doing this we need also to consider the role of metaphor as a 
methodological device (the remaining part of the penultimate objective) and to revisit the
264
provisional frameworks provided in Chapter 2 and 3.
Pictorial Representation as a Research Method
The preceeding discussion has proposed that cultures are fragmentary, ambiguous, changing and 
inconsistent. Would this finding have emerged had a different research method and analytical 
framework been utilised?
If we firstly consider the method used in this research, that of asking respondents to represent 
their organisations pictorially, how easy was it for them to undertake both the depiction and the 
notion of their organisation as a metaphor? The discussion above concerning the utility of 
metaphor has, in part, provided the answer to this in that for many of the respondents it proved 
to be an insightful exercise. To consider this issue in greater depth, however, we need to return 
to the discussion in Chapter 6 concerning both the Fragmentation Perspective and the use of 
pictorial representation and reiterate Debra Meyerson’s comment that pictures ‘may be unusually 
effective in revealing experiences that do not confirm to a setting’s normative code... This form 
of representation may be particularly revealing when the content of the representations is 
emotionally hot or value laden, and thus difficult to talk about... in this way visual data may be 
much more effective than our language at representing multiple or contradictory meanings 
simultaneously’ (1991:266-267). Clearly, given the salient issues which were identified during 
the period of the data gathering and which can certainly be considered to be ‘emotionally hot’ 
and ‘value laden’ we can see that the use of pictorial representation has enabled respondents to 
express the inexpressible in a way which is far richer than mere discourse. Additionally, the fact 
that the post-drawing discussion was needed further indicates the personalised nature of how 
individuals cope with the ambiguity of their organisational setting: pictures say things that words
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cannot.
The second issue that then arises is whether the use of metaphor provides insights into the nature 
of organisational culture which could not have been obtained by other more ‘traditional’ methods 
of data gathering. To answer this we have to remind ourselves of the discussion of culture in 
Chapter 2 and discussion of the data in Chapter 6 . Organisation culture as defined by the social 
emergent school is concerned with shared, negotiated and renegotiated meanings; however, the 
analysis of the data in this thesis indicates that culture is more about an individualised 
sensemaking of shared experiences which were themselves arrived at unconsciously. Two of the 
main attributes of metaphor proposed by Ortony (1975) is their ‘inexpressibility’, their ability to 
enable us to express ourselves in a way which we could not do literally, and their vividness in 
terms of increased emotional and cognitive impact. Additionally, and, as noted in Chapter 4, 
respondents were free to choose their own metaphors, a form of inductive approach, rather than 
placing a particular metaphor onto an organisation to see what it has to offer: the deductive 
approach (Palmer and Dunford 1996). An inductive, metaphorical approach has released insights 
into culture which goes beyond that expressed by the social emergent school and, given the 
‘value laden’ and ‘emotionally hot* salient issues discussed above, it is doubtful whether any 
‘traditional’ data gathering method would have produced such results. The use of pictorial 
metaphor has enabled respondents to go beyond literal descriptions o f‘culture’ : to express what 
would otherwise be inexpressible.
Turning then, to the second part of this particular research objective, how has the use of a 
semiotic framework informed the data analysis? To begin to answer this question we need to 
consider what would have occurred had semiotics not been utilised. Firstly, the pictorial
266
depiction of the respondent’s organisation would have been analysed by the researcher (with the 
attendant problems of subjectivity) together with the transcript of the post-drawing discussion. 
This may have produced a somewhat superficial categorisation of what the depictions represented 
, similar to those presented in Chapter 5. A semiotic framework, however, provides us with the 
wherewithal to go beyond the surface of pierely denotative meanings to look for the underlying 
connotative meanings, not only in terms of the analysis itself but also in the way fhat the post­
drawing discussion was structured. This enabled a much richer discussion of themes and 
meanings to occur.
Secondly, given that the analysis has confirmed the firagmentaiy and changing nature of 
‘culture’, the utilisation of a semiotic fi*amework enables us more readily to engage with the 
‘ambiguity perspective’ (Risberg 1999) by giving credence not only to the motivated nature of 
the sign but also to the notion of considering that sign within its context or interpretent - to 
identify the salient issues and pragmatic coalitions in the organisation.
Chapter 3 proposed three semiotic frameworks; two of these (pp 78 and 86) were intended to 
serve as descriptive summaries of the discussion up to that point; the third, on page 89, proposed 
a synthesised model of Saussure and Barthes which would be used as a tool by which to 
undertake the analysis. In the light Of the findings presented in Chapters 5 and 6, how useful has 
this proved to be? It is useful to reproduce and consider the rationale for this framework before 
discussing its efficacy:
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Literal-------------- ^  Denotative
(Uncoded Iconic) a
Signifier 
(Iconic Image)
- ' v^bitrary
" " a
+ Signified = 
Meaning
(Iconic and linguistic)
Ÿ
Metaphorical Codnotative
(Coded Iconic)
Y
Motivated
Combinations
(Connections)
Analogies 
Classifications 
Contrasts Themes 
(Paradigms).
Barthes extends the Saussurean notion of ‘signifier + signified = sign’ in that, for him, an iconic 
image together with a linguistic message combine to form the sign. For Barthes the image can 
be considered at two levels, uncoded (and, therefore, denotative or literal - the Saussurean notion 
of simple, or arbitrary) and coded, connotative or metaphorical - the Saussurean idea of 
motivated or complex signs. Both approaches seek to find combinations/connections and 
contrasts/paradigms and Saussure takes this further to ascertain classifications and themes.
To return to the original question, how useful has this framework proved to be in terms of 
analysing the data? Semiotics has enabled us to identify not only the literal, or denotative, 
meanings contained within the depictions - the signifiers - but also the underlying metaphorical, 
or connotative meanings and has facilitated the categorisation of the drawings into combinations 
and themes. In addition, if we return to the ambiguity perspective and consider this in 
conjunction with the semiotic notion that signs not only can be motivated but also need to be 
interpreted within a context, we can see that the use of semiotic analysis has enabled us to 
identify individual meaning making (the motivated nature of the sign) together with its
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interpretation within the context of the temporary, or ongoing, salient issues identified during the 
period of the data gathering. ■ ^  ‘ .
Accordingly, if we set this model against the backdrop of the ambiguity perspective, then the 
model can be amended and simplified as follows:
Pictorial representation 
‘Signifier’
Literal/
denotative
meaning
‘Signified’
Metaphorical/ 
connotative 
meaning
Organisation of metaphors
Metaphors of 
organisation
Arbitrary 
Sign
Themes
Motivated
Sim
t
Context/
interpretent
Salient issues 
A
Ambiguity approach
This amended model takes the basic concept of ‘signifier + signified = sign’ and assumes that 
the signifier is the pictorial representation. Analysis of the literal, or denotative, meaning of the 
signifier and signified produces an arbitrary, or simple, sign which can be classified into themes - 
Grant and Oswick’s ‘metaphors of organisation’ (1996). However, if we consider the 
metaphorical, or connotative, meaning of the signifier, then the sign becomes motivated, or 
complex, and must be interpreted within a context - the ‘organisation of metaphors’ suggested 
by Grant and Oswick (1996) as the way forward for the utilisation of metaphor in organisational 
analysis. However as indicated in Chapter 4, both authors acknowledge that little work has been
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done in this area and they make only passing suggestions as to how this route may be further 
explored. This amended model attempts tO address this shortfall by including the ambiguity 
approach: if, of necessity, motivated signs are to be considered within a context, then we can 
propose that this contextual interpretation is influenced by issues which are of current saliency 
to the individual and, as has been indicated above, the signifier, contingent upon these salient 
issues, is capable of change. In this way, semiotic analysis not only takes us to a deeper level of 
interpretation, it also proposes a way in which the ‘organisation of metaphors’ can be taken 
forward.
To summarise the second section of this chapter, the research objectives proposed in Chapter 1 
have been revisited and it has been ascertained that they have been met. To this statement must 
be added a caveat: the focus of this thesis has been concerned with a semiotic analysis of 
qualitative data based on an ambiguity approach to organisational culture and meaning making 
and, therefore it can be argued that to propose any research objectives is both instrumental and 
inappropriate. However, any thesis of this nature represents a journey both personal and 
acadeniic and these issues are taken up in the concluding section of this chapter.
The penultimate section of this chapter considers how the research may be taken forward and, 
in doing so, of necessity, must also include a discussion of the limitations of this particular thesis.
Looking forward and looking back
Reflection on the research method indicated two issues, one practical in terms of the sample size, 
and one ethical in terms of the extent and depth of emotion which the method itself seemed to 
unleash in respondents. To these fairly instrumental, but nevertheless important, observations
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must be added a further one relating to researching culture and sensemaking from an 
ambiguity/fragmentationist standpoint and ' which, at the same time, highlights both the 
limitations and the way forward for this research approach. Chapter 6 discussed the reasons why 
studies utilising this particular stance are relatively uncommon and, in addition to utilising this 
view, the analysis also pointed to a gap in the ‘ambiguity’ literature: that of considering the 
individualisation of sensemaking and the coming together, unconsciously, of coalitions grouped 
around salient issues.
This relatively small study has lent considerable weight to the ambiguity/fragmentation view of 
culture but it is only one piece of research and, additionally, has utilised a novel analytical 
framework. To continue the journey metaphor which has appeared at various stages of this 
thesis, the way forward for future researchers can take several routes: the same journey, using 
the same vehicle can be replicated or the vehicle can be substituted for another. This research 
has concentrated on one public sector organisation at a time of flux and change but it can be 
argued that any organisation, whether in the public or private domain, will inevitably experience 
similar situations which may well benefit from taking an ambiguity approach, whether analysed 
semiotically or not.
The conclusion to this chapter is in two sections: the model proposed in Chapter 3 (pi 03) is 
revisited to discuss its efficacy in the light of the findings of the research and finally there is an 
epilogue which charts the author’s personal journey through this thesis.
It is perhaps useful to reproduce the original model at this point (overleaf). This representation 
attempted to demonstrate the links between organisational culture, sensemaking and semiotics,
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representing it as an iterative process. There are also links between symbol, sensemaking and 
culture in that culture facilitates the sénsèmaking process by aiding in the construction of 
individual and/or collective reality. Equally the sensemaking/’symbolic translation’ process 
facilitates the creation and maintenance of culture. Additionally there are also two-way links 
between metaphor and culture in that metaphor is used to describe/realise culture and culture is 
a metaphor in itself. This process could then lead to a new and modified ‘reality’.
CONSTRUCTION OF REALITY/
SENSEMAKING PROCESS
expressed as
FORMATION OF SYMBOLS TO 
REPRESENT REALITY
expressed as
C U L T U R E
ORGANISATIONS
expressed as
expressed as
Y
METAPHOR
CONSTRUCTIONS OF ‘NEW REALITIES’
Can this model now be amended in the light of the research findings? Whilst maintaining the
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spirit of the original elements, it can now be reconfigured as follows.
SENSEMAKING
CONSTRUCTS REALITY
expressed as contingent upon
AN INDIVIDUALISED PROCESS
TEMPORARY/ONGOING 
SALIENT ISSUES /‘CULTURE’
realised consciously through result in
UNCONSCIOUSLY AGG REGAT ED 
COALITIONS OF SHARED EXPERIENCES
PICTORIAL METAPHOR
analysed utilising
y
SEMIOTICS
This new fi*amework takes us to the heart of what this thesis has been concerned with. The 
literature review began with an exploration, and questioning, of the traditional bi-polar approach 
to considerations of organisational culture and this was followed in Chapter 3 -with a discussion
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of sensemaking and metaphor./ An analysis of the data, using a semiotic framework, suggested 
that notions of ‘culture’ in organisations maybe the result of an individualistic process which is 
contingent upon how people make sense of their environment and which it itself contingent upon 
what they consider to be of importance at the time. Thus far the research appeared to be 
following the, albeit, scanty, perceived wisdom proposed by the ambiguity approach; however 
the findings indicated that these coalitions rather than representing shared and negotiated 
meaning making mechanisms, are contingently constituted aggregates which have been arrived 
at unintentionally and serendipitiously, probably as a result of common experience rather than 
consciously shared meanings. Similarities of experience have lead individuals to arrive, 
independently, rather then through interaction or negotiation, at similar interpretations.
This new framework proposes that sensemaking, whilst enabling people to construct a reality for 
themselves, is an individualised process. This process can be considered to constitute what we 
traditionally know as ‘culture’ in organisational settings and is brought to the forefront of 
consciousness through the utilisation of metaphorical depiction and its analysis using a semiotic 
framework. However, the way that this reality is constructed is contingent upon what individuals 
consider to be important at any one moment in time - their perception of what are the salient 
issues. This results in unconsciously aggregated coalitions of shared experiences - a rather 
different phenomenon from the traditional notion of culture as shared and negotiated meanings.
This then brings us to the final section of this chapter, the epilogue which reflects on the personal 
journey which the researcher has taken.
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Epilogue /
The utilisation of a journey metaphor thfoü0put this thesis has served two purposes. The first 
of these was to employ the metaphor to indicate a series of ‘signposts’ by which the reader could 
follow the map of the terrain. The second purpose was to clarify understanding for the researcher 
and, in doing so, make this clarification apparent to the reader. However, contained within the 
general context of this metaphor is also the researcher’s metaphorical personal journey to the 
ultimate destination, this thesis.
The process of undertaking a PhD has been described as a ‘journey without maps’; it could also, 
to some extent be considered to be a journey where, although the final destination, the completed 
thesis, is known, quite what that destination actually looks like is unknown until the journey is 
well underway: perhaps a more apposite description would be a ‘journey vdthout maps through 
amaze’.
This author’s personal journey can be mapped as follows:
-  At the start of the journey, the PhD process, I think I have an idea of the final destination 
- a place which seems both interesting and ‘nice’ to be; I also have several years in which 
to complete my wanderings, for wandering and meandering turned out to be a feature of 
this journey. I’ve also found a navigator to steer the course for me.
-  After several months of consideration I know the destination, I think I have the map to 
get me there and I think I’ve marked the route so it’s just a case of following the 
signposts and reaching the end. Like most journeys on which we embark this was, to put 
it mildly, a naive assumption ....
-  At this stage it was difficult to tell who was supposed to be driving and who was
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supposed to be navigating; what was my role on the journey and what was that of my 
supervisor? Surely I’m supposed to-be driving this car and he is supposed to be telling 
me exactly where to go? I would like to be able to put on a set of blinkers to keep me on 
a straight and narrow path, instead I feel as if I am wearing a blindfold.
As the journey continued the countryside began to change and bore no relation to what 
my map indicated. However, the grass verges were blooming with wildflowers, the 
weather is sufficiently clement to put down the roof on the car and the journey is going 
well .... the literature review and the primary research are completed, I ‘just’ have to 
analyse and write up the results ....
I spoke too soon: I suddenly find myself in a barren dessert which most definitely was not 
marked on the map; in fact I find that the map has gone missing completely and the 
terrain once again changes to a very dense forest. Where is that damned navigator when 
I need him? Why doesn’t he get back in the car and give me an exact route out of this 
mess instead of pointing to possible ways through the trees? Even better why doesn’t he 
take over the wheel? The analysis is not going well... why on earth did I choose to use 
depictions? Who are these obscure French semioticians?
I finally found my way out of the forest and the road ahead looks easier, flat stretches that 
enable me to see far into the distance and occasional gentle slopes. The analysis is going 
well and I have finally realised the role of my navigator: his job is to sit beside me and 
point out where I am straying off the road (but the road has to be my choice), he also 
knows when to pass me the occasional chocolate in the form of praise and encouragement 
to keep my energy levels up.
Oh dear! Mount Everest is looming ahead as I realise just what is involved in trying to 
pull all the facets of this research together. Added to that I find that I’m running out of
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/ petrol and the people at home and work want me back as soon as possible. I now have
to drive as fast as I can to get to the destination, cutting some comers and driving 
sometimes rather recklessly; at least my navigator is calm and keeps on passing the 
chocolates...
-  I now have to justify both the destination and route of my journey to other people in a
viva voce examination. The careless driving towards the end of the journey is noticed 
and I get three points on my driving licence; however these will removed if I revise my 
journey. My navigator and the man from the motoring organisation are very helpful in 
signposting these revisions but do I really want to go back along well-trodden routes once 
again and try to see them in a different light? Do I really want to get back in that damned 
car again? Of course (not)! ... however I do get back in my somewhat dented and, by 
now, msting vehicle and amend my journey (and my maps).
In final conclusion, what have I learned from my journey and would I want to repeat it? I have 
learned that reaching the destination is not a simple matter of maps, vehicles and navigators. It 
is also concerned with self-motivation, self-confidence, learning to deal with frustration, only 
following side roads for a short time, however attractive they may seem, and sheer determination 
to reach the destination whatever happens. Would I repeat the journey now that I have a clearer 
idea of where I was going and how to get there? I would certainly not undertake such a long 
expedition again but now that I know how to chart a path perhaps instead of marathons ITl 
embark on shorter journeys, publications which tell the tale and the outcomes of my journey...
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APPENDIX ONE 
EXAMPLES OF POST DRAWING DISCUSSIONS
ADMISSIONS/MEDICAL SECRETARY 
POST DRAWING DISCUSSON: 21.5.97
KM So, what have we got here ... I got it wrong when I said they were Micky Mice ...
C Well, I wanted to describe the sort of blankness of the hierarchy above, that we really
don't know or have anything to do with, so I just tried to do blank faces (at the top o f the 
page) and then just the fact that we are little ants, quite insignificant (at the bottom o f the 
page) but we're .... I can't really draw the scurrying around ... we're the busy little ants, 
either worker bees or busy... but we're insignificant with the 'phones ringing all day long 
(laughs)
KM Oh right, and so ...
C I can't say that I'm very good at imaginative things on paper - 1 can draw and I could do
a good likeness of you but I'm not very good at imagining things ...
KM Right - it's interesting that you've got a female in there among the blank faces ...
C I mean you could put Nicky and Jan in there (at the top o f the page), as far up as we
know, really, and put faces on them, and then go above them and we don't know ... 
anything above is virtually blank really and we sort of feel that they expect it all to 
happen but they don't really know what we do anyway ....
KM Right, and you're right down here at the bottom...
C Yes, scurrying around... busily doing but with nobody aware of it (laughs)
KM And the 'phones .... you've got them on both sides ...
C Yes, because we can be a bit like this (indicates picking up andputting down telephones
with both hands) wiihom phones ...
KM So the blank faces at the top ...
C The unknown quantity up there ...
KM So, is that Trust Central Office or ....
C Yes, I suppose so ...
KM Anyone else?
C No ... well just anything above, really
KM As you say, they're blank faces and there are just loads of them ... that's ever so sad!
C (laughs) ... we're really sad people are we?
KM No! I just think it says an awful lot about what you think about Trust Central Office -
it's just blank and ... you don't know them ...
C No we don't and I don't feel that they have any idea what we do, really ... I don't think
they d o ...
KM Would you like them to know what you do - would it make a difference?
C I think they ought to know .... I mean we're the sort of hub of Elderly Medicine and
Elderly Medicine within the Community within the hospital, isn't it - the rest is in the 
community.... I mean... there's been little comments like when we've tried for pay rises 
and things 'cos we feel that we do a different job to most secretaries ...
KM Because you do admissions as well?
C Yes, we're not just an admin grade and we don't feel really that we're identified... that's
why we're just the anonymous ants (laughs)
KM What sort of little comments do you get?
C Well it has been said once ... I don't know, it was Personnel, I think... 'well your office
is unique in what you girls do' but then it's not recognised as that in any other way
KM If you'd had to draw this picture five years ago, would it have been different?
C Before we were in the Trust?
KM Mmm
C Um, I can't think.... yes because we were at St. Mary's and we were happier....
KM Would you hâve still had little ants?
C We've always been ... in the 'busyness' part, yes we've always been busy ... I mean
Chrissie and I ran it on our own for six months when someone went sick and they didn't 
replace them ... so we just knew how each other worked and carried on on our own for 
six months.... we've always been busy... we're slack at the moment but May can be quite 
busy 'cos they start having strokes when it gets warm ... but we never really sit 'round 
twiddling our thumbs.
KM But ants is interesting 'cos they live in little holes in the ground!
C I didn't think ... I wasn't really thinking that .... I just wanted something fairly
ii
insignificant... to show the insignificance b u t... I didn't want to show an unhappy ant, 
really, because I'm not desperately unhappy 'cos I enjoy... I'm not particularly unhappy 
with my lot - 1 mean I am in sbinè.;ways - but as you can see I'm still here so I'm not 
really that unhappy, am I?
KM So they're satisfied ants, if not ecstatic ....
C (laughs) I should have drawn fat little ants, shouldn't I?
KM So is there anything you want to add to it?
C No, just make sure we get a pay rise at the end of it!
KM There's no patients on the picture ....
C No ... patients ... patients really are 'phone calls and paperwork to us, we don't actually
have physical contact with the patient... we do speak to them a lo t... as I say, within this 
(indicates areas o f telephones) I'm not unhappy with this and generally they're quite 
satisfied with most of it - it's mainly the relative who make the trouble ...
I wanted to do thousands of these (indicates the ants) but I wasn't going to draw a 
thousand...
KM It's interesting in that it kind of shows that you're almost isolated in that... there's this lot
at the top here who you don't know and don't know you and really you're only kind of 
communication is through telephones ...
C : It is a lot of time ... you've got the consultants, though haven't you... you've got a lot of
other layers that I haven't really put in anywhere - 1 can't say I've gone over the top with 
the drawing ... but I was short of time ....
KM It's minimalist...
C You have to imagine layers with people gradually showing their faces ....
KM Where would you put the consultants - would they be ants with stethoscopes on?
C Well, they've gone down the hierarchy a lot - they used to be up on pedestals but now
they're lower ... but I wouldn't say they were ants - yet.... or probably King Ants - those 
huge great black ones that you get...
KM Where would you put the other Trust in this picture?
C Well they'd be on the 'phone ... I really don't have a great deal to do with i t ... we lodge
on their premises ... another unknown, really...
I wanted to show that I was really insignificant... another cog in the... I could have done
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i t ... that was another thing I was going to do - spokes in a wheel but it would have been 
more difficult to show i t .... spokes or cogs ...
KM I think ants are nicer...
C (laughs) Well at least we're alive... and multiplying... and ants pick up and move home
like we had to from St. Marys ....
IV
WARD CLERK
POST DRAWING DISCUSSION 10.6.97
PE I'm afraid my artistry isn't very good.... I can only do stick people!
KM That’s O K ...
PE It's sort of like me within the organisation - is that OK?
KM Yeah, that's fine ...
PE Like there (indicates top left) for example, you just get questions... you just get
bombarded with questions all the time, so that's what I'm trying to say there ....
KM But you've still got a smile on your face?
PE Yes, I try to - 1 thought, 'shall I draw some steam coming out of the top of my head but 
no, I thought, on the whole you usually let off steam when you get out of here ....
And then here on the right is me as a juggler - 1 like the juggler because.... each of those 
balls can represent different jobs, you know you're just trying to juggle all the priorities, 
all the ... everything's up in the air - actually I should have had them all crashed round 
me on the floor when I fail (laughs)
This one (indicates middle left ofpicture) is six pairs of hands, it's not a bunch of flowers 
in each...
KM Oh, right, I thought they were bows ...
PE No, it's supposed to be ... we need six pairs of hands to do the job
And that one (indicates bottom drawing) is supposed to represent being pulled in all sorts 
of directions by again different people... doctors, nurses, the managers ...
KM And I guess Admin - Chrissie and her lot because...
PE Yeah, the management - they keep ringing up and asking us if we've got any beds and
when we say 'no', they say 'why not' - 'well we've got people in them!'
KM That's an excellent drawing and it's really nice that none of these people around you have 
got faces .... and there's you in the middle still with a grin ...
PE ... although that one in the middle is a bit of a wry smile ...
KM It's positive, 'though ....
V
PE I do try to remain positive ... '
KM If you'd have had to draw it five ye^s ago, would you have drawn the same drawing?
PE Umm ... I think so, yes
KM So it hasn't changed that much over five years?
PE No, no I think you lose some areas because, for example, we used to have physically go
and get the medical records notes, we don't have to now which is wonderful, we can just 
'phone up and request them, but all that gets replaced with different jobs, different work 
... a lot more statistics now, though, I think, a lot more form filling in ....
KM You haven't got any paperwork on there'though
PE No, I haven't, have I? I should have a big heap of papers
KM Draw it now, if you want...
PE Well, that's supposed to be a desk, and that's supposed to be an in-tray (indicates top right
o f drawing)
KM So more statistics, more bureaucracy ... I supposed that's because of the Trust?
PE With the Trust, yes, I think it's sort of meeting ...justifying the money really isn't i t ... the
budgets ... I should have put money on it somewhere ... but then that's not my job, that's 
why I've done it like that because that is my position in the sort of structure if you like - 
it's the managers who're balancing the budgets all the time ...
KM And this piece of paper then (indicating complete drawing), is that Anne Ward? Is that
you within the context of Anne or in the context of Elderly Medicine generally?
PE Elderly Medicine because some of these people would be outside the ward, querying,
questioning things and also here ...
KM Where you're being pulled ...
PE ... 'cos it's all the different jobs, not everything is on the ward, some of its from other
departments'phoning up questioning things or wanting answers ....
KM I think that's great especially after I saw you yesterday and you said 'I don't want to draw
this picture'... once you started did you find i t ... once you started ... it was easier than
trying to explain what it was like to work in the place?
PE I didn't have a problem with the ideas but it would have been nice to have been artistic
about it, or give the ideas to somebody else to make them look 'pretty'
VI
KM No, I think that would spoil it, I think it looks fine as it is ... it makes the point
PE I've never had to do anything like this V to think about... to put into pictures your thoughts
about something... it's been interesting... tearing your hair out would have been another 
one...
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SENIOR HOUSE OFFICER
POST DRAWING DISCUSSION 11.6.97
VL I tried to do the picture at the weekend...
KM Is that it? Oh wow - that looks like something from Bladerunner! It's very futuristic ....
talk me through it then.
VL Right, well this is my own little house, my own little world (indicates small house bottom
left o f centre in picture) ....
KM So is that the world you in in ....
VL Yeah...
KM .... in the Division or your Ward?
VL Yeah .. both really - these are the big boys (indicates larger buildings around) and this
is m e....
KM Well at least it's got a front door.... and are all these (indicates larger buildings) the other
divisions or are they....
VL No, those are all the big boys in the Division and I'm staying out of the shadows (i. e. that
the buildings cast) ...
KM You're staying out of the shadows - is that so you can be prominent?
VI Hopefully, yes .... stand out from the crowd.... perhaps it indicates I should have been a
GP, 'though.... (laughs)
KM Yes, could be, in your little house ...
VL No, not really. I've changed once, I can't change again... (7. e.«
KM Right, so these are the consultants? (indicates large buildings)
VL Yes
KM Why has one got a helicopter pad on the roof - to take off? Is that Doctor Grunstein? 
(Senior Consultant)
VL Who knows? (laughs)
KM And why are they different shapes?
Vlll
VL Because they're different people.
KM Do the shapes ... is it just to indicate they're different or do the shapes indicate
personality?
VL No, I haven't put any particular person to any one building.
KM So the one with the spike coming out of the top isn't indicative of Dr. Dowd (his boss)
or anyone! (laughs)
VL No.
KM Right, and what's that - a church?
VL Possibly, I haven't really thought about it to be honest, I was just going for different
shapes really.
KM Oh right - so they're all consultants within Elderly Medicine?
VL Yeah, consultants or other people within the hierarchy of things, shall we say ...
KM Right - all the buildings surrounding you?
VL All surrounding me, yeah
KM But there aren't any patients ....
VL No, I didn't put any people in 'cos I can't draw people ... that's why I went for buildings
KM You could have put stick figures in ...
VL I could have done, yeah......
KM It's interesting that you've drawn all your bosses and no patients - were you having an
anti-patient day? (laughs)
VL Possibly, 'cos I had the idea on the Sunday and I finished it off on Monday. Mondays are
never a good day for anybody but Mondays for me are particularly bad 'cos I'm supposed 
to be in about ten places at once ...
KM Are you?
VL  yeah. Monday mornings I'm supposed to be in the Day Hospital which is always a
nightmare 'cos you've also got a wardfull of patients who've been ill over the weekend - 
we took on one or two really sick patients at the weekend so ... I was dashing between the 
ward and the Day Hospital. We also have ward rounds on Monday afternoon where
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< everything's got to be finalised, get all the results and everything in, so ...
KM And that's Doctor Dowd's roundV .'‘ -V,
VL Yeah that's right so I've got to be on top of i t ... so it's a bit of a madhouse, Mondays ....
KM I can actually see why you've left the patients off now!
VL Yeah, because Mondays is everybody else getting at me .... (laughs).
KM I love that shape one (indicates building at top left o f picture with blob on top) ...
VL Ah, well that's half of the CN Tower, you see ... I was in Toronto this time last year and
I was thinking, 'God, Monday and I'm stuck here'.... it was even worse the week before 
'cos on the Thursday a year ago I was in Hawaii.... you can imagine what it was like 
working that day (laughs)
KM Did you find it easier to draw a picture than try and describe it?
VL It took a lot of thinking about, actually ...
KM Mmmmm
VL .... my other option would have been lots of snarling and unhappy faces with me in the 
middle with a big smile on my face ...
KM Oh, why's that?
VL Well, I just go on regardless ... (laughs) ... rude comments and that I'll take on board but
I try and not let them get to me ...
KM So do you think that people are unhappy, rude and snarling?
VI No, but you don't get a lot of encouragement from people - 1 mean they'll let you know
when you've done something wrong or not quite right but you don't get much feedback 
when you've done a 'miraculous saves'...
KM Really? That's a pity
VL It is .... the trouble is, being interested in A&E, 'miraculous saves' is what I like to do 
(laughs) ... you come away from it thinking 'Yeah, we did that one alright' and... you're 
the only person who says that....
KM Really? That's so sad ... why's that - is it personalities, is i t ....
VL Don't know, don't know... I think that sometimes when I do dive in and, uh, pull back the
odd really sick patient I think that a lot of the nurses think, well perhaps it would have
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been kinder to let them go anyway ....
KM Yeah, I guess the very elderly.... thmr quality of life isn't going to be ...
VL Yeah .... I've probably leamt to be a bit more 'selective'...
KM God I hope I don't come in here when I'm ninety (laughs) ...
VL I know, it's .... it's a tightrope to walk really ....
KM And I suppose also it's a different agenda isn't it, 'cos in A&E you're going to get people
who will generally have some quality of life when you've made a 'miraculous save' as 
opposed to here when ....
VL Yeah .... with the nursing staff here if I go sticking funny drips up and funny tubes into 
people, well it's just a nightmare to be honest... they're not used to i t ...
KM Really?
VL .... yeah
KM What normally happens, then?
VL Well, in Elderly Medicine they're more used to the slower rehab, type problems, you
know the chest infections that grumble on for a couple of weeks and then they need
Social Services at home and that. I don't think they're used to the acute medical problems
KM Right - even the nurses on the acute wards?
VL Yeah.... it shows a bit 'cos sometimes you get the really sick patients down here and you
don't have the right equipment down here to deal with them .... for example a couple of 
nights ago I had a lady in with a collapsed lung ... and the nurses nearly fainted when I
stuck a big Ventflom into her chest and let out all this a ir... (laughs) .... and then they got
even paler when I asked for a chest drain set.... they didn't have anything down here so 
I had to go up'to A&E and get i t ...
KM You had to?
VL Yeah ... 'cos I couldn't send one of the nurses because half of them didn't know what it 
would have looked like anyway or what bits of equipment to get...
KM So, was she saved?
VL Yeah, yeah... she did really well.
KM Shouldn't she have gone to A&E to start with?
VL It's not always that way - you see the GP 'phoned me up beforehand and thought she had 
a pneumonia and .... well by the time she arrived she was on her last legs and it was
obvious it wasn't a pneumonia ..Z Sometimes you can sit back and wait and call for a
chest drain kit at other times you have to get a big needle and stick it in the chest....
KM Does that happen often?
VL No, it's fairly rare sort of stuff...
KM So that must be quite nerve wracking for you as w ell...
VL Yeah.... I mean I've only seen it done once ....
KM You hadn't done it before?
VL No ... I knew instantly what was going on and what had to be done ...
KM That's the kind of stress situation I would associate with A&E and not with Elderly ...
VL Yes, it just happens sometimes ...
KM Didn't they say, 'wow, well done'...
VL I think they were a bit stunned by it in all honesty! It was funny 'cos they dug out all their
protocols for putting in a chest drain and the most up to date one was about 1970 so half 
of it was obsolete ...
KM Really....
VL Y eah... so they were getting quite distressed 'cos I was going through the kit saying, 'No,
I don't want that, don't need that'.... I just need one of those and one of those sort of thing 
... and they were saying 'well, it doesn't say so here' - well that's a bit outdated ....
KM I suppose they don't keep equipment like that is because of the cost versus the number of
times you might use i t ...
VL Y eah but the last thing you want is when you do need it you have to chase halfway round
the hospital to find it... thankfully I didn't have to improvise with coathangers and empty 
biro tubes or anything like that....
KM Going back to the serious point, 'though, about the fact that people don't say 'well done',
have you experienced that in other Trusts or just this one?
VL No, I think it's a generally universal type of thing - it's a case of self satisfaction, really
KM Will you carry on that tradition when you're a Registrar?
xii
VL I'll try not to - I tiy and make a point of letting the nurses know when they've done a good
job, so I think that's where it starts.... it works all the way down the hierarchy... doctors 
are quite keen to slag off the nurses'at every opportunity but they don't tell them when 
they've done a good job - I'm tiying to change that a little bit as I go along ....
KM That's important'cos they're not exactly well paid ....
VL No..
KM Do you think you're well paid?
VL No, to be honest - we'd all like a bit more money! Our 9 -5  rates aren't bad, I mean it's
about £11.00 an hour but when I'm on call I'm on 50% of that...
KM What half, or time and a half?
VL No, it's half of the hourly rate - 1 get paid 72 hours a week, so 40 of that is at full rate and
the other 32 is at half rate ...
KM I can't follow the logic of that 'cos when you're on call it's like doing overtime... and you
have to do i t ...
VL Yeah, that's right... that's why they have such a vast problem in getting Junior Doctors'
hours cut down 'cos it's slave labour, basically - they're laughing, really.... I don't agree 
with the system at a ll....
KM Do the consultants say, 'well, I worked all those hours and got through it and you've got
to do the same' - like a rite of passage, really...
VL That's absolutely the case, at the end of the day they don't care what happens as long as
someone is looking after the patients and covering the wards ...
KM Yeah, 'cos even the term 'Junior' doctor is, you know... I just find i t ...
VL Anybody who isn't a consultant is a junior doctor - it's really derogatory when you.. you
know if you've been working for ten years and you're not yet a consultant and you're 
called a 'junior'.. it can be really infuriating ... but it's just historic ...
KM I was going to ask if you'd had to draw a picture five years ago, would you have drawn
the same one but it's not really relevant because you've worked in so many different 
Trusts ... but when you started here would you have drawn the same sort of picture?
VL Probably, yes ... yes I would have done.
KM It's interesting that you've drawn the consultants as these big buildings with shadows
because the secretaries seem to be on very informal terms with them.. first name sort of 
terms..
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VL Yeah - but if I went up to Doctor Jarrett and called him David' I'd probably get a really 
cold stàïQhdiQk (laughs)
KM Going on from that a bit, does it matter to your career if you've had experience in a 
London hospital?
VL Not really, it's more important to be associated with a big teaching hospital... at the end
of the day there's so many people competing to get the experience you get very minimal 
experience ... I mean in Bristol where I trained it was an absolute nightmare, I mean the 
medicine wards there - it was a professorial-led unit, all these consultants competing to 
be the next professor, all the SHOs competing to get on the Registrar schemes, all the 
House Officers trying to impress to get the SHO rotations - it was just one mass of 
backstabbing... and you couldn't get to do anything because the Houseman wanted to do 
it to increase his experience, the SHO wanted to do and so it went on .... so you're at the 
bottom of the pile and you didn't get anything done ... so I mean, I didn't learn much 
medicine from working in Bristol hospital as a student.
KM I wonder how much you do actually leam as a student? I always get the impression that
the first job as a Houseman must be a really steep learning curve ...
VL It is, yeah... I mean... you don't have any real responsibilities as a student, there's lots of
theories and at the end of the day it's just about getting through the exam. Then when you 
get your first House job, it's 'yes, these patients are your responsibility! ', if it goes wrong 
your name's on the bottom of the page... the paperwork is absolutely phenomenal when 
you first start and some of it seems so ridiculous, you're duplicating so much ... a 
Houseman is you're bottom of the pile so ... they've got to do the jobs that nobody else 
wants to d o ...
KM Nurses as well?
VL Yes, absolutely. To a certain degree it persists as an SHO as w ell...
KM Yeah?
VL  the other day a chap had a neck line in, a big neck line in one of his big neck vessels,
and it needed fo come out and the nurse said, 'Oh no, I can't do that, I don't know how to 
do it' and I said, 'well, why', and she said 'well I haven't done it before' so I said, 'you 
expect me to do it?'. She said 'yes' and I said 'well I haven't done it before either!' 
They're quite capable of doing it, it's just that they didn't want to and after I refused to do 
in, in the end they ended up doing i t ... basically all it meant was pulling out the tube and 
then standing there for ten minutes pressing on this chap's neck and nobody wanted to 
stand around doing that! They were just as capable of doing that as I am and I had three 
new patients to see!
KM Although when I was on Anne Ward the other day there was only one trained on ....
VL Y eah, it's not a good environment for them these days, I don't know how they put up with
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it...
KM Isn't it? What's wrong with it? \
VL Well, it's the usual things - they are definitely overworked and underpaid and ... the 
training's trained - this Project 2000 is entirely theory based now, a lot of the hands-on 
experience they used to get has gone; when they're qualified and fresh out they're useless 
... I'm not exaggerating but you do get newly qualified nurses who don't know how to take 
a blood pressure ... and at the other end of the scale they're trying to extend the nurse's 
role - taking blood and doing ECGs and that -so the experienced ones don't really want 
to take on the extra for the same money'cos they've got enough to do as it is! ,
KM That's a bit scary ...
VL The A&E nurses are different 'cos they get proper training in what they've got to do ....
KM Why is it different there?
VL I don't know.... I think it's because the workload in A&E is so intense... if people can do 
more it lightens the workload for everybody really ... wards tend to be more crisis 
orientated, usually - there's a patient with a problem so somebody sort it out please ...
KM Remind me again, do you work on Slow Stream (i.e. stroke recovery) or Acute?
VL I do both Slow Stream and Acute ... if you look at the resuss. training... it's abysmal...
they don't update their training at all, very few of them have the training when they start! 
(laughs) The problem comes if they have a cardiac arrest they have to hang around 
waiting for a doctor before they can do anything!
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SENIOR NURSE MANAGER 
POST DRAWING DISCUSSION 4.3.97
KM This picture has filled the page up so do you want to start and....
SK Well it's broadly divided into halves, the future, the positive and me on the right side and
the past, the present and all the negative rhubarb on the left.... so we've got a timescale 
from past to present to future across the top. Their perceptions, the troops, are all on this 
side (indicates leftside o f picture) - as far as they're concerned they've got this huge black 
cloud hanging over them all the time and they're in a tug of war with me and about two 
or three enlightened 'good eggs' so we're trying to drag them forwards into the future. 
They're all en masse trying to pull us back, or certainly trying to prevent us going forward 
and they've enlisted the aid of a ten ton weight that they've anchored their bit of rope to 
which is why we don't move very much!
KM Does the ten ton weight represent anything?
SK Purely the level of resistance, I think, and therefore the frustration that we can't move
them.
KM OK, so that weight is firmly anchored in the past?
SK Yes ... and as far as they're concerned ....
KM This is the triangle on the left...
SK Yes... it's them individually and then us as first and second priority followed by patients
and the organisation, definitely down the bottom. I'm sure they feel that the patients are 
up higher but that one links to that one....
KM That's the patient in the bed at the bottom of the picture ...
SK Yes ... they do seem to get in the way sometimes.
KM It's like you were saying the last time we spoke that you sometimes catch people saying
'Oh God we've got a stroke coming in this afternoon'
SK Absolutely, um, and they're being done out of their conversations, their coffee breaks and
their whole reason for being here .... very paradoxical but there you go the attitude is
'get it right first time, don't be daft, we don't want to have to think!'
KM What's the tick in the middle?
SK Well it's a tick and a question mark representing, 'yeah, got it right but they don't want to
get it right'; then we've got the perception of self against the perception of others (points 
to bottom left o f picture), 'if it's good, we did it and we want the cup of praise', but if it's
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not good its 'management's' fault and they're pointing that arrow towards us over there.... 
so this triangle (i.e. on left o f picture) is representing most ward managers apparent 
perception of relative value and importance. And then when we go to the positive (i. e. 
right o f picture) side and I've rationalised that we are bigger (indicatingsize o f matchstick 
figures) because we've grown either into or with the role within the organisation so we 
are bigger than 'them'.... this is me trying to pull the troops forward aided by two or three 
enlightened souls who are therefore bigger and that much nearer to the future than they 
(i.e. nurses on left) dLXQ.
KM And are those'good eggs'staff or ward managers o r ...
SK They're ward managers, just two or three out of ten. There's a brick wall for banging head
against which always seems to be there ....
KM Even 'though you've put it in The Future ... you still anticipate ...
SK Well it's next to my head (on the drawing) but it's a good point, I suppose there ought to
be a longer one .... well it ought to go across the whole page, really because it's always 
been there (draws arrows to indicate wall across whole page), it certainly is there and I 
don't anticipate it going away.
KM What's the triangle on the bottom right of the drawing?
SK That's my perception which is the total opposite of theirs, obviously, that patients are
what we're here for, the organisation exists to do that, we have staff who make up the 
organisation to achieve that good for patients and, at the moment, I see myself down there
KM At the bottom of the pyramid?
SK Yeah....
KM Holding everybody up or pushing ...
SK Yeah, well, yeah ...
KM Or being squashed by everyone ....
SK I think all three ... um .... I'm being really cynical this week because I've been doing four
people's jobs because they've been off sick. I nearly added, but I didn't, a skeleton in the 
desert 'cos by the end of last week I felt like the carcass that the lions had brought dovm, 
taken off the decent steaks and then buggered off to find another decent steak on some 
poor other sod and then the vultures have come along and picked off a bit more and then 
eventually the ants come along ... and I had the ants poking me saying 'you bastard, 
there's nothing left for us!'... and that's what it felt like.
KM So which jobs were you doing?
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SK Well Jan was on holiday, Nicky and Wendy went off sick (i.e. the senior management 
team) and I was doing their jobs arid my own, there was nobody here and we had some 
really horrible relatives who were totally unreasonable, their complaints were 
unreasonable, their demands were unreasonable - the patients were fine but.... and I was 
getting ripped from every single.... and everybody.... everybody wanted a positive stroke 
but there was none coming back - hence the lions and the vultures.
KM That's a powerful image ....
SK Yes but I can't draw it. I'm not good enough ...
KM Well just do a stick figure and write 'skeleton' underneath it (SK added this at the end o f 
the interview.
Where's .... is the Trust Central Office in there anywhere or not?
SK No, I kept it fairly focused - 1 was going to add consultants around here somewhere ...
KM With the nurses and the ten ton weight?
SK Yes, 'cos they tend to be a negating factor in future developments rather than a positive,
supporting, moving forward...
KM Really? Why's that, do you think?
SK I think it comes to this top of the triangle (indicates triangle on left o f picture), it's 'self 
and 'us' so if I as a consultant keep my ward manager working the way we like to work 
'we'll' be alright, so it's that 'us' and 'we' saying the same and these awful people called 
'managers' are trying to change u s .. and as long as we, one, stick together en masse and, 
two, anchor ourselves to the past which is always seen as heavier and less mobile than 
the future...
KM Do you think you'll win the tug or war?
SK N o .....
KM No? Is that just because you're in a cynical frame of mind (laughs)
SK No, I don't, I think the odds are so stacked .... it's taken me two or three years to groom
these two or three 'good eggs' and they are now, you know, they're smoking they're
there, they're aware, they're thinking .... they think 'us' before they think 'me' and they 
think 'organisation' before they think their own ward so that's nice.... um .. but the others 
are so ingrained in the past that I don't think they'll ever be dragged forwards ....
SK So the culture will never change?
SK W ell.... the odds are that it's going to stay exactly the same - we have to move towards
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the future 'cos things change: Trusts came along, we may get a government change, 
mixed sex wards, more hi-tech care, all those sorts of things, contracts demanding more 
patient throughput this year than last year —.so change is here whether we like it or not 
and as long as we keep the patients at the top of that change focus I don't have a problem 
with that.... I don't think it's going to get any easier ....
KM If you'd had to draw that five years ago would you have done a different drawing?
SK Five years ago?
KM Well, pre-Trust....
SK I don't think Trusts have any great significance in this, they haven't caused the problems,
they haven't exacerbated them - well, mildly, with things like the new pay structure have 
made my life harder but they haven't really impacted on the troops as far as they're 
concerned.... I mean the world likes to blame Trusts but it isn't anyone's fault it's just that 
the bulk of the staff don't want to change and it happens to be a Trust that's trying to make 
them do it.
KM So five years ago would there have been that pressure to change - pre-Trust?
SK (pause) I think the element of growth around me and the 'good eggs'.... obviously the
element of growth was less then 'cos we were maturing into that - but I think we were 
more accepting of the fact then, but as you get.... as you grow you start to think 'well, it
could be better than this' and that's the danger 'cos once you start to realise that it can be 
better then you've got to come up with a way to get there and then you're into the 
frustration cycle of not being able to change it. I'm conscious that I've grown a lot, 
certainly in the way that I think and problem-solve and decide things - so that makes it 
all the more frustrating that the others haven't grown .... and, you know, they want an 
instant decision, and you say 'well, there are things to consider here like what, how many,
when, how much, who, how  accountability' and they'll reply, 'Oh, you always think
like that' well, no, I didn't always think like that but I've grown to the point where I
do have to consider many options, many factors and that's why I get paid to be at the top
of the structure it frustrates the hell out of me when they can't see the wider issues and
aren't prepared to take an hour to think through the problems and the implications.....
they can't think what might go wrong.
KM Yeah - when you say you've got to think of the wider implications of resources etc., is 
that the influence of the 4Ps and things?
SK U m  not particularly.... I'm just conscious o f.... a good example, diarrhoea on a ward
last week, I closed it because .... and there was no great debate over that because there 
were twelve or thirteen patients with diarrhoea and vomiting... when it came to reopen, 
'cos it had run its course, nothing had grown in the culture, there wasn't an identified bug 
the nurses were saying 'Oh, don't reopen us yet' 'cos they like to be slightly empty, doc's 
saying 'I think you should stay Closed a bit longer' and I'm saying 'Well there are patients 
out there who need us and if we've got a bed then we should be using it'.... and if we say
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we haven't got a bed when we have then we're keeping patients out.... and they were only
interested in 'self and 'us' I didn't even bring in targets - you know we have to have so
many patients - 1 didn't even mentiopf hat, I tried to say 'there's an Arthur or an Ethel out 
there who might be having pain, might be having breathing troubles and if it was your
Arthur or Ethel then you'd want them in hospital'.... and it's just this whole well it
comes here (indicates triangle on left o f picture)... 'patients get in the way, we don't want 
it so why should we play with you?'
KM U m ....
SK Another example, they wanted to move out a patient before she got this bug and I argued 
that she'd probably already got it and if we moved her to another ward we'll infect that 
ward as well, 'yes, but she'll be gone from here', so again it's 'self, 'us'.... it's very focused 
.... it's very .... they can't see past the end of their nose, they can't think about the wider
issues, implications of their action I can't it through to them. I've tried to explain it.
I've tried to give examples and they still look at me as if I'm speaking Russian ...
KM Hence the brick wall there ... did you find it easier to draw a picture than to try and 
describe how the culture is?
SK I came at it from what my thoughts were, how I verbalised them and then I turned it into
(interruption to answer bleep)
KM So you said that it wasn't so easy drawing a picture as ... trying to describe the culture ...
SK The thoughts came easily and I had to think about the image to go with it, 'cos the thought
starting with dragging them forwards with huge resistance .... it wasn't difficult but I 
thought 'issue, text/speech and then picture'.... once I'd thought about it it became easier 
with new thoughts - the skeleton came into my mind as a picture almost simultaneously 
as the thought 'they're all trying to get a bit of m e '... but because I'm not very good at 
drawing I had to use the text on the picture to explain what I'd drawn...
KM It's interesting. I've never had a tug of war before. I've had scales and balances ...
SK Well the tug of war.... it's aggression isn't it? It's 'are we going to drag those bastards into
the ditch in the middle' or in this case it's 'can we drag them into the future' but usually 
something horrible in the middle, the river, the mud or whatever it is ... and both teams 
are equally aggressive in their stance as to which way the rope's going to go. Scales
implies that it's actually quite no-one's really having any influence over it but with the
rope ... they've got their end round a ten ton weight which is a bit of a problem, really! 
It's the attitude ... we haven't got nurses who think ... we need 'knowledgeable doers'....
KM Do you want to add anything?
SK I'll put the skeleton in the middle ....
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WARD MANAGER
POST DRAWING DISCUSSION 7.7.97
KM Oh, wow, colour! That is amazing - that is the most complex one I've had so far... can 
you talk me through it?
DC Yes .. right... the background's sky ... twilight...
KM Right, so it's all those colours that you get a t ...
DC Right, the reds and the blues and the yellows and that represents, in a sense to me, that
I'm coming to the end of my working life ... I've done over half. I'm on the last stretch...
KM Right, so it's twilight for you as opposed to the patients?
DC Yeah ... the eye is the Trust - it's multi-faceted, it's watching us ... it's ... I instinctively 
made it a sort of a paranoid type eye - a staring eye (laughs) ... a dilated eye... so that that 
to me is the idea that we're being watched ... I'm hanging on to a sycamore leaf being 
blown around in the wind... it's something to hang on to that would blow me around but 
also ... and I thought of a sycamore 'cos the sycamore is a colonising tree - it's the first 
tree to invade our territory - so I thought that was important to make the idea that you 
could also make changes and move on and there are things to be done, areas to be 
colonised... the monoliths represent the things that I'm really good at... the technical side 
of nursing, the ability to get on well with people, patient care... they're the things that I'm 
really strong a t ...
KM So they're your, sort of, solid rocks?
DC Yes. Ummm.... the stormy seas - in a sense that represents the idea of, you know, if you
fail, if you go under you drown ... you've always got to keep above the sea, above the 
water ... I'm very near to it on that picture ... that was another instinctive thing when I 
drew i t ... I drew myself very near to the water but I'm still being kept aloft by my sacred 
tree...
KM Right - and is the water ... is that... the environment as it is at the moment?
DC Yeah - that thing about waiting to fail... you feel that people are just waiting for you to
fail - that idea of ... and if you fall in that turmoil of the sea then your chances of
surviving are not great. Although I'm near the rocks that I know will give me security...
KM And your really hanging on to that sycamore leaf...
DC Yes, yes - I'm almost part of it. I'm so entwined with i t ...
KM Did you find it easier to draw a picture than try and describe ...
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DC When my children saw it they said 'Dad you're a very distui'bed person!' (laughs) but it
was quite easy to draw a picture - 1 find drawing easy ... I didn't do-any preparatory 
sketch, I just sat down and drew it !.'Zit was easy to put my feelings into the drawing ... 
I've got a fairly good imagination ...
KM If you'd had to draw that, say, five years ago, would you have drawn a different picture?
DC Ummm .... yes I would have done.
KM What would you have drawn then, do you think?
DC I wouldn't have drawn the sea...
KM Right, is that'cos you felt safer?
DC I felt safer ... I don't think the eye would look so dominating or so paranoid ... I would
have done the sky differently as well, I wouldn't have done it as a twilight thing ... also 
twilight is partly wishful thinking on my part, the idea that, you know, it's going to get 
dark soon ... of course, in the darkness no-one can see you ... you've got safety there ... 
so my picture would have been different five years ago and even more different ten years 
ago - that would have been much more secure... I think I would have done more of a fort 
or a strong place, or a group of monoliths - strong and lasting for a long time ... I think 
that's the change now, that I'm not so secure and I'm not so certain ...
KM Did you find it a depressing exercise?
DC No, I actually found it quite therapeutic - 1 felt quite good after doing i t ... I decided to use
coloured pencils ... although the sky at the top is quite dark there's really some quite 
optimistic colours in there, the yellows and the oranges ... so .. no, I didn't find it 
depressing.
KM That's interesting 'cos some people have said that it was depressing because they'd had
to face up to the culture they were working in rather than ju s t...
DC No ... my perception of the culture I'm working in ... I have no illusions about i t ... I've
seen it in action too often... not only against myself but against other people who I have 
a great deal of respect for... and I've seen what it does to them... So I'm under no illusions 
and at the end of the day when you've got a mortgage and a cat and a bicycle to maintain 
you need the money and you've then got to get on and do the best job you can under the 
circumstances...
xxii
STAFF NURSE: TREVOR HOWELL DAY HOSPITAL 
POST DRAWING DISCUSSION 24.6.97
KM Go on then, what've you g o t ...
DE Fve got an idea but I don't know how .... the idea o f how I see it is like a jigsaw puzzle ...
where you can see what the overall picture is but the pieces don't quite fit together...
KM Oh, I see ...
DE So, like, all the pieces are the different departments ... so there'd be all these (drawing as
she explains) ... so there'd be Trevor Howell and another ward ... so some o f the pieces, 
kind of, almost fit together... so thafs all the different departments and then there's ... the 
overall picture would be the main hospital ... and we're all the different bits that don't 
quite meet together, but you get the general idea ...
KM Right, why don't they quite meet together?
DE Because nobody has the same ideas exactly how to do things or how things are run or ...
don't all have the same standards o f care or ... don't necessarily worry about the same 
things ... do you don't all kind o f ... it's not a nice smooth join between the different 
departments, there's a bit a friction between the different departments ...
KM Right, so where would the doctors fit in there ... 'cos they float around between all o f  the 
bits, don't they?
DE Yes .. um ... the doctors ... well, within .... I only ever think of them, really, as being in
our department... so, like, all the consultants come here and they sit nicely into Trevor 
Howell and there's no problems ... I don't really think about them in other departments, as 
such ... they'd probably fit nicely into those departments as w e ll ... it's just when it comes 
to communication between two different... one ward and another ward or one ward and 
Trevor H ow ell... it's not necessarily... there's a crack in the jigsaw ...
KM And the Trust would be the line around the outside?
DE Yeah ... kind o f  encompassing it all and ... yeah ... like those jigsaw holders that are
magnetic and stop the pieces falling o f f ... jelling it all together but not quite ... as it
should b e ...
KM Would it be better if  the pieces were fitting or is it OK as it is?
DE Ideally I think it would be better but I don't think it's ever really possible in a large
organisation .. everything to go ... perhaps it could be ... you could get it a bit better but 
realistically I don't think you would ... especially with the way things are ... I mean the 
sort o f thing that really irritates me is when you go on to the ward - and we're all doing 
the same job, working for the same organisation, we're all here for the benefit o f patients 
- and say we're admitting a patient from here to a ward ... and you go on and nobody says
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hello to the patient, they're miserable as sin .. and I think ... I know we work in different 
places but we're all here for the same thing ... there's not always good communication, 
you don't always get all the ihfoiination you need or ... so it's ... it's that kind of thing, 
really. You probably could improve it to an extent but realistically .... there's always 
going to b e ..
KM And each ward is self-contained anyway ...
DE Yeah, there's a different atmosphere on each one ... depending on who runs it and how
they run it and whether they run it or they're just there ... yeah, I think you definitely get
different atmospheres on different wards ... and certain wards will be known for being 
bad at certain things, like passing on medical notes if  a patient is discharged from a ward 
and they're going to come here ... some wards you know that the patient will come on the 
morning and the notes won't be here and it's always the same wards ... so you can ... there 
are different ... I do see them as quite distinct and self-contained. They might have a
different idea on the ward ... we're slightly different in the Day Hospital... so they might
not see themselves like that, I suppose .. I like going up to Dickens to take à patient up 
there - there's always a nice atmosphere there, always welcoming and ... you feel as if  the 
patient is going to be well looked after but you go onto other wards and you think ... I 
don't know ... I wouldn't come here if  I was a patient... but perhaps I'm being a bit unfair 
'cos it's quite nice and cosy down here! (laughs)
KM So you've got a fur lined jigsaw piece, have you?
’
DE Yes, nice and soft and cosy and accommodating...
KM And a comer piece as well!
DE Yeah 'cos it goes in first...
KM That's interesting ... it's interesting how people see things ...
DE Yes, well when you said to me about a drawing I thought 'God, I can't think o f anything
like that' but suddenly, I wasn't really thinking about it and I thought 'yes, that's what it's 
like, a jigsaw'...
KM Did you find it easier to do a drawing where you can see what...
DE Yes, it's easier to ... establish it in your mind 'cos I don't necessarily think about it
normally ... yes, it probably is easier doing it that way ... it made more sense to me, as 
w e ll...
KM That's interesting 'cos when you said that you don't normally think about it, some people 
have said that they found it was a really depressing exercise to do because they actually 
had to confront where they were working ...
DE Yes, I think it is depressing if  you dwell on it ... and 'cos it's so nice here, there's a nice
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team atmosphere and we get on quite w e ll ... and I don't have go out o f i t ... it's nice and 
protective ... you don't have to think about ... that's why I don't like taking patients to a 
ward 'cos it reminds you of how hdrrible things can be ...
KM On another note, if  you'd had to draw it when you first came here, would it have been a
jigsaw then or would you have done something else, do you think?
DE Um ... don't know ... you mean five years ago ...
KM Yes, has it changed or was it still a jigsaw where the pieces didn't fit?
DE I probably didn't... I didn't know this hospital that well but I'd say it was common to most
hospitals ... so I probably would have thought o f the same thing ... but I would have
probably have seen myself ... whereas I don't picture myself as an individual in this 
picture - I’m just part o f the - probably when I came here I felt a bit lost and I might not
have drawn a jigsaw, I might have made it a bit more personal... I don't know ...
KM Yes, it's interesting because you haven't put yourself in there...
DE Well, it's such a team culture that I don't think o f myself as an individual...
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POOL NIGHT STAFF NURSE 
POST DRAWING DISCUSSION 29.7.97
KM Georgie, that's just an amazing picture - did it take you long to do it?
GN It took about 45 minutes ... I started ... I was going to do a better one and I thought 'Oh
God, I'm going to be here all bloody day'...
KM So tell me ... is it a building?
GN Yeah ... it's a building with lots of floors ... and there's me in the basement! ... all the 
doctors, nurses and patients in the basement....
KM Is that how you see it?
GN Yeah ... at the end of the day... I was going to do a pyramid ... and I wanted to put the 
nurses and the patients at the top but then I realised that it wasn't realistic, it wasn't how 
I see i t ... it was the other way round ... and I couldn't draw an upside-down pyramid ...
I also thought about doing sheep all piled in together - big fat sheep and little sheep ....
KM So, on the next floor up, then you've got...
GN You've got all the other bits of the hospital, really, theatres, wards, visitors, WRVS ... all
the lo t....
KM Right, and then?
GN On the next floor up is management, admin, salaries ...
KM Is that management here, people like Nicky...
GN I don't know who the management are here...
KM That's amazing!
GN Yeah ... I know that we've got names for people but ... I just levels of managers,
managers, more managers and admin, and more admin as far as I can see ... you can
park your car at weekends, you can't bloody move in the week - that just shows how 
many there are...
KM Right and then we've go t...
GN You've got pounds going out of the window at this admin level... then above you've got
cut backs and job losses - little paper people that they've cut out....
KM Why paper people?
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GN Because they see us as all the same, little clones ....
KM And there's a 'person with well paid.job title'...
GN Yeah... well job titles are all that matter up there, even if I don't know what they're dong -
they're got jobs for jobs for jobs now, haven't they?
And there's more money going out of the window and wafting back in at the top floor to 
pay for management...
KM Right, what's'Ml'?
GN Management 1, Management 2, 3,4, 5 ... it goes on and on and on (Zawgfej
KM Oh, right, 'cos you've got at the tope probably even more managers for the management
KM So why is the money going back in the windows there?
GN Well, whatever they're doing, they're blowing it there and it's going back in further up -
someone's having it but I don't know who .... I mean, where does the money go? There 
are huge amounts of money coming into this place, charitable money as w ell.... why 
should we have to rely on relatives' charity to ftand the wards when they spend millions 
putting an MFI pretend kitchen in the middle of each ward (refers to refurbished nurses 
station) that nobody asked us about.... but this ward won't be done ...
KM Why not?
GN Because it's palliative care and they won't bother...
KM And then right on the top floor you've got 'plans for new admin and management
building' - is that likely?
GN Well, anything's possible ... and we've got empty beds 'cos they're not funded ...
KM Isn't that interesting 'cos when I spoke to the admin, staff they said their job is constantly
... trying to run a tightrope between pressure for admissions and finding beds ... and the 
ward saying that they haven't got beds ...
GN Well, if the beds aren't funded they can't... and they haven't got the staff for the beds
either... I mean if s quite ....
KM So those are the empty beds stacked up in the basement...
ON Yeah...
KM So did you find it easier to draw a picture than to actually sit down and ...
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GN Well, once you start drawing you can go on and on for ever, can't you (laughs)\ I wish 
I'd used a bigger piece of paper... it was a pyramid I wanted to do but 'cos I couldn't draw 
it I did a skyscraper instead ... ' \ ,
KM Did it depress you to do it?
GN Yes ... except that I'm here to earn money at the moment and that's the only reason ... if
I could get the same money somewhere else with more sociable hours I would ...
KM Really?
GN Yeah ... I didn't used to be like that but now I am ...
KM Why?
GN 'Cos it's changed so much .... they've got a lot of paper, it all sounds very good and it all
looks very good but nobody bloody does anything! They've got mountains of care plans 
but you've still got patients 'with bedsores... we're losing track, I think - not the nurses but 
all the people coming in and going up the ladder .... they're not even nurses, they're 
Tescos managers .... another idea I had for a dravdng was a supermarket with patients as 
commodities on little shelves but that would have taken forever to draw ....
KM Is that how you feel?
GN Yes, and patients aren't commodities, you can't do that... they're trying to turn it into, a 
profit making ... a profit making factory with patients coming out of the other end ...
KM So you said you didn't always feel like this ... what would you have drawn... earlier?
GN I don't know, when I first started out I loved it, but now it's ... we used to be respected
more as nurses by management and the sisters would look after you ...
KM So, on this ward tonight there's you and a Healthcare Support Worker?
GN Yeah ... but we've only got seven patients ... and we've got a backup sister and we
support each other... it's a good team ...
KM Would you prefer to work days if the money was there?
GN Yeah... I think we all would.... I'm only on nights for the money... most people don't do
it 'cos they love it, they do it 'cos they have to ...
KM Is there much animosity between day and night staff?
GN No, not that I'm aware o f ... there can be a bit but you get that anywhere ... if you work
on a ward continually you get to know the staff and they get to know you and it's quite 
good ... but if you're on all different wards then you don't always know how things are
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done ... not life threatening things but little things like not taking the butter out of the 
fridge for breakfasts ... something daft like that... or water jugs... thafs what can cause 
rows...
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HEALTH CARE SUPPORT WORKER 
POST DRAWING DISCUSSION 24.6.97
KM Go, on, then, what've you go t..
CL Don't laugh!
KM I won't!
CL You will! .... because that's how I see myself... and it's a very silly picture ...
KM No - it's excellent - 1 like the colour... is that for any reason or ju s t...
CL W ell... there's a smiley face on me ...
KM And you're at the bottom of this pyramid?
CL Yes, I'm at the bottom ... I try and do my job and keep smiling ...
KM ... a big red smile ...
CL Yes, I know... big red smile. As ... it's supposed to be, like, the patients ... you try 
and do things for them and a lot of the time you get shoved away and I just did it like a 
kicking-thing.... and...
KM Like the patient you wanted to change the other day?
CL Yeah - lots of hassle ... but you get a lot of aggro from the patients as well 'cos
they don't want to do something and you're trying to encourage to ... and you can't
just say 'You will do it' because ... so you get a bit of backlash from the 
patients as well but you try and keep happy and smiling ... but that's like, 
the small amount of staff, here, that you're supporting ...
KM Right, the people above you...
CL And then ... it's sort of fans out to, like, the top bods, but you're still supporting ...
but in your own small say at the bottom 'cos if you didn't do your job, they wouldn't be
able to do their job ...
KM So who are the top bods? Are they, like, Nicky and...
CL Yeah...
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KM ... or the people in Trust Central Office?
CL No, the top bods here, 'cos hs I %id I sort-of base it mainly here.
KM So do you feel sometimes that you're holding the whole lot up ... or the weight of
it is all coming down on you?
CL Sometimes if somebody gets kicked above then it comes down and down, doesn't 
it? And you're getting kicked at the bottom - but saying that... I enjoy my job so by 
me that's O K ... I wouldn’t want to be trained ... because I wouldn’t want 
the hassle that goes with being trained ...
KM Right, yeah ... If you'd had to draw this picture when you were on George Ward, 
would you have done the same picture or a different one?
CL Um ... probably the same ...
KM 'cos it's quite interesting - if the culture of the wards are different - you know ...
CL Yes ... um ... when I was on ... I know George Ward's changed since I left... it was
closer ... because it's long stay it was more o r ... 'cos it's their home ... and it was 
more ... closer knit... which can and can't be good 'cos if somebody upsets you, if 
you're close knit and you're with them all the time then you feel that you don't 
want to say anything 'cos you've still got to be close knit with that person to keep 
the atmosphere ... whereas ... up here ... nobody ever has upset me ... b u t... you 
feel you could say, 'look, you know, I feel this is wrong'... um ... just like on a 
personal basis ... whereas while I was on George it was closer knit - not more 
friendly but you are closer, you have to work mainly in twos because the people 
are so heavy and because you work in twos then you have to work very, very 
closely together whereas here you've got that bit more space ...
KM Did you put the coloured arrows in for any reason?
CL No ... it’s ju s t.... it's just grades, really... gradually going up the grades ... not
specific colours but just going up the grades.
KM Did you find it easier to draw a picture than explain what it was like to work here? 
CL No...
KM No? ,
CL Well, I'm not artistic at a ll...
XXXI
KM Well it doesn't have to be artistic ...
CL Well, I was going to do like à very small fish in a very large pond which is ... the
same difference as this ...
KM Except that here you're supporting everyone whereas you might have got lost in a 
big pond...
CL Yeah ... but I mean... you are here to support...
KM Did you find it depressing to do a picture?
CL No! Not really ... 'cos I've never ever been a leader, ever... in fact I think I lead
more now ... I have more confidence here and I lead more now than I ever have ..; 
the past year, year and a half I've got so much more confidence ...
KM That's interesting 'cos you could look at that picture from a confidence or no 
confidence point of view.... you could say 'Here I am at the bottom supporting all 
these people who rely on me and therefore I'm a key person' or 
alternatively from a no-confidence point of view you could look at it and 
say 'There's me at the bottom and all of these people are kind of bearing 
down on m e'....
CL I think it works both ways ... 'cos you get days when you're at the bottom and you 
think, 'Oh my God, do I have to wash another bottom'... but there are other days - it's the
same in every job - when you feel, well. I've really done something good today ... I
think the worst job in the world must be an air stewardess ... because you're doing 
the same as we are, more or less, just in a slightly different way, in mid-flight and 
I think that... I've look at them and thought 'I couldn't do your job for the world'...
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JUNIOR OCCUPATIONAL THERAPIST 
POST DRAWING DISCUSSION 27.5.97
KM So, what have you got for me?
CE Ifs a tree...
KM With patients at the bottom!
CE Unfortunately, yes - you can hardly see the patients ...
KM Are they deliberately little?
CE Yes, they're deliberately little (laughs) \ I did with the therapists but it's also nurses as 
well... there's also my paperwork ...
KM What's SET?
CE Speech and Language Therapists... and further up into the nice bit of the tree you've got 
your doctors and your clinical managers and your middle management kind of people and 
then up the top you've got your Trust managers who are looking down on all of us ...
KM Is that 'cos they can, like, see the whole picture and see the wood for the trees or is it
because you felt...
CE Umm ... I think it's because they can see more than us but they don't always tell us -the 
more advantageous position on the tree, I would say, at the top ...
KM And you've put doctors and clinical managers together...
CE W ell... I mean ... I suppose I meant consultants (adds to picture)
KM Is there a big difference in your eyes?
CE Yes, yes, I thiiik so ... I mean they have a bit control and a bit more knowledge and a bit
more ... not awareness but they're probably privileged a bit more ...
KM Who do you prefer to work with, doctors or consultants?
CE Umm.... doctors, they are a lot more approachable, a lot more down to earth, a lot more 
aware of restrictions that I have ...
KM Like?
CE Umm... time ... numbers of staff... whether I can do a home visit...
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KM You've got some little branches of the tree at the bottom there ...
CE No, they don't really mean anything-;..
KM And all the poor patients at the bottom ...
CE Yeah, they're small, they get forgotten ...
KM You lot look like you're doing a manic dance around the bottom of the tree ...
CE (laughs) Y eM  We're worshipping the tree ....
KM Is that how you feel sometimes?
CE Yeah - 1 feel I'm running around not getting anywhere
KM Did you find it easier to draw a picture than to try and explain what it was like?
CE Yes ... 'cos you can let your imagination go ... when you talk about it you have to
substantiate in words what you mean and thafs more difficult than drawing a picture ...
KM There's no parachutes,'though
CE No ... no ... they're stuck up the top of that tree - there's no escape! (laughs) I think it's
... I think the system at the moment is pretty static, which is why there's no escape route 
to my picture ... not even a rope ladder... I should have drawn some clouds as well...
KM Would they be black clouds or sunny clouds?
CE Ummm .... neutral clouds! No, they wouldn't be black clouds but there wouldn't be any
rainbows either
KM And is the paperwork like, really....
CE Yeah.. I was thinking today... it is sometimes ... the whole morning I saw two patients
and the rest of the time I was doing paperwork ...
KM If you'd had to draw a picture when you were doing... when you did your first placement,
would it have been different?
CE It would have been a lot harder to do 'cos I wasn't so much aware of the structure and the 
politics that goes with the job ... I don't know how I would have done it really... you're 
not professionally responsible and you don't have that awareness of where you fit in ... 
so I would have found it very difficult...
KM There are a lot of pound signs ...
xxxiv
CE Yeah - that was drummed into me at induction... I think the pounds ... there's little ones 
down by the doctors and much bigger ones at the top of the tree... I think... I mean we're 
aware ... I'm very aware of hnahcial restrictions but I ... I feel... when I think of clinical 
decisions I don't have money really in my mind unless it's something like a major piece 
of equipment that somebody needs and we would be quite unlikely to get i t ... bu t... I 
don't think of the money as much as the clinical managers and the Trust managers do ... 
not on a day to day basis ....
KM It's quite an organic picture - the idea that the tree is still growing ...
CE Yes ... it's the idea that the shape could change or you could cut some branches off i t ...
when you wanted to ... that word 'privatisation'... they could chop the OT branch off...
KM You haven't got any birds in your tree ...
CE No ... no-one singing in my tree ....
KM Do you ever see yourself climbing that tree - would you like to be a clinical
manager?
CE Um ... I would like, eventually, to have some kind of managerial position but I would
always want it to be combined with hands-on... and I think that managers are becoming 
more and more administrators .... I think I'd always want that bit of patient contact...
KM Also there's all the OTs here on the tree and there seems a big gap between the clinical
managers and the Trust managers ...
CE Yeah I think there is ... I think there is quite a big gap between us and the rest - the
working OTs and the rest... again it's this hands-on thing ...
KM Do you want to add anything?
CE I thought I would be able to talk about it in five minutes but then when I started I kept
thinking to myself'Oh, yes, I hadn't realised just what I'd put into my drawing, I hadn't 
really realised how I saw things'...
KM Did you find it depressing to do?
CE A little b it .. but I think that's the culture that you come into ... you don't think about it
every day ... you don't expect to come into the job thinking everything's going to be 
wonderful... it's annoying but it's the culture and you expect to have these things put in 
your way...
KM Do you mind being at the bottom of the tree?
CE TJmmm .... that's a difficult one ... not really at the moment 'cos I haven't been qualified
for long so I know there's a long way for me to climb but maybe in ten years' time if I was
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still there ... then I might think... maybe then
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